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INTRODUCTION 
Industrial management and psychology have been showing . 
increasing interest in the understanding and developnent of worker 
morale. There has been considerable study" and research on the 
neaning, nature, causes, and developnent of morale. The importance 
of morale in industry- and society is constantly increasing. The 
amount of industrial training programs have been developing and 
increasing rapidly during the past several decades. Industrial 
management, personnel administration, and industrial ps,rchology 
have been active in the field of worker training and morale 
development. 
Industrial management, personnel administration, and 
industrial psychology have not given sufficient consideration to 
the development of morale through training procedures. The 
necessity of good morale within an industrial organization cannot 
be over-estimated. Training can be a major device in the develop-
nent of morale. Training procedures are an important instrunent 
in the establishment, development, and maintenance of good mrale 
within an industrial organization. 
Before developing morale through training procedures, 
it will be necessary- to consider the deeper meanings of morale, 
the cooperative phenomena theory of morale, and the equilibrium 
theory of morale. To effective~y develop morale through training 
procedures it will be necessary to consider five major and per-
sistent problems in training, the industrial organization as a 
1 
social system, attitudes, beliefs, motivation, skill, pre-training 
considerations, phases of a training program, the training of 
non-supervisory workers, the training of supervisors and executives, 
training for leadership, and training for better performance. Also 
important in the development of morale through training procedures 
is a criterion and evaluation of the training program, consideration 
of the causes and results of labor turnover upon morale, an 
extension of training into the vital area of human relations, and 
a consideration of training in the future for a greater and more 
effective rtevelopment of morale. 
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I liEANING OF MORAIE 
A, Coi1U!Dn Meaning 
There are ma.n;v neanings of morale in the accepted traditional 
viewpoint, One is that morale is a quality attaching to an individual 
or to a P-rOUp, Morale is also stated as an individual attitude in a 
group endeavor*, In industry morale is sometines considered to be a 
fUnction of the workers' ~neral attitude toward the job and to the 
company as an employer, 
1, Inadequacy 
These traditional meanings of morale are inadequate to 
explain the true and deeper meaning of morale, They are vague general-
izations of the meaning of morale, 
B, General Considerations 
General individual considerations are that an individual must 
ha:ve firm convictions and values which make life worth while for him, 
thereby, giving him the energy and confidence to face the fUture, The 
individual must be aware of a job to be done to defend or extend his 
store of values, Individual values must be in essential agreement with 
those of his r:roup, Also there must be a co-ordination of effort in 
attaining objectives, People with the same experiences have different 
degrees of morale, Inborn personality differences which bring about 
differences in energy, determination, and emotional stability influence 
stamina**, Also bodily condition is important, Good health, proper 
food, adequate rest, and the environment in which one lives and works 
have a direct influence on stamina and morale, Some work and environ-
ment conditions and situations are more conductive to good morale 
than are others, 
* 27, p. 80 
** 27, P• 81 
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c. Psychological Factors 
1. General 
Some important psychological factors that are basic to good 
morale are mutual sacrifice, participation in group activity, the 
experience of progress toward a goal, tolerance and freedom within 
the group, and confidence in direction and group leaderS*. 
a) Mutual Sacrifice 
Individuals will tolerate deprivation and hardship if 
all are subject to the same conditions. Favoritism is never desirable. 
The level of morale is raised if the group knows why certain things 
are being done. Sacrifice need not be a frustrating factor if de-
privation is fairly and uniformly distributed. 
b) Participation 
When groups of individuals work together, morale is 
highest if each individual is allowed and actively encouraged .to 
participate in achieving a common goal. Each individual should be 
made to feel that his efforts are important and needed. If this is 
done, cooperation will be effectuated. 
c) Experience of Progress 
Group morale remains high if the joint effort results 
in progress. Advancements or promotions al~s have a stimulating 
effect, but there are also other ways to give the experience of 
progress. 
d) Tolerance and Freedom 
To develop cooperation and group morale, tolerance and 
freedom are essential and necessary. The work atmosphere pl~ys an 
important part in developing these conditions. Freedom, not author-
* 27, pp. 85-89 
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itarianism, prevents frustration and poor morale. 
e) others 
Confidence in direction and group leaders and other 
psychological factors should also be considered. 
D. Deeper Meaning 
It has been proved that the general and common meanings of 
morale are inadequate. Jlorale involves general individual consider-
ations and consideration of the psychological factors. Morale has 
a much deeper meaning. A penetration into the deeper meaning of 
morale involves a consideration of the cooperative phenomena theory 
and the equilibrium theory of morale. 
E. Cooperative Phenomena Theory 
1. :Meaning 
The phrase "cooperative phenomena" refers to concrete 
events involving the interactions of two or more persons in a aystem 
of coordinated activitieS*. The positive factors in cooperative 
phenomena are those that make for happiness, collaboration, teamwork, 
morale, and any other word which may be used to refer to cooperative 
situations. The task is the problem of maintaining, under given 
conditions, a type and kind of equilibrium which will allow for 
maximum efficiency and collaboration. 
2. Control 
Control means understanding the nature of the phenomena 
with 'Which one is dealing and the simple uniformities that can be 
found among them**. This applies to human control and the control 
of cooperative phenomena. 
* 38, 
** 38, 
p. 137 
p. 159 
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a) P~chological 
Ps,ychology and ps,ychopathology have contributed 
great:cy to the subject of control. Man has· two ways of controlling 
his environment. First, he can try to change his environment to con-
form to his wishes, and second, he can modify his wishes and ex-
pectations to fit in with his environment. Whichever form this con-
trol takes in a particular situation, it is wiser to control those 
things over 'Which one can have som control and not to try to control 
those things over which one can have little or no control. Control 
implies knowing something about the class of phenomena to which the 
control is to be applied in a given situation. This implies a control 
through an understanding of situations. This is a new conception of 
. human control. 
b) Sociological 
Sociologists and social anthropologists have also 
contributed great4'" to the problem of control. Man from the date of 
his birth lives in a social milieu. This social milieu is an ordered 
set of conditions which has a character. It has cultural patterns 
of behavior. These cultural patterns of behavior constitute a vast 
network of customary ways of doing things, and it constitutes the chief 
control on our lives. By such codes behavior is predictable and 
cooperation is possible. Through these codes social control can 
be excerised. These codes constitute society, and society must 
impose patterns of behavior on its members in order to exist. 
· 3. Diagnosis 
Effective human control can be excerised by a person in 
a position of responsibility on:cy through an adequate understanding 
of the human situations he is admini staring. He has to know a 
great deal about the individuals he has under his charge, He has 
to know about their social as well as their technical organization. 
All this requires a capacity on his part to diagnose the individual 
and group situations under his charge. This capacity will include 
a clear understanding of the limited class of phenomena to which 
they are addressed, a useful. wq of thinld.ng about this class of 
phenomena, and simple methods for obtaining the data. Cooterative 
phenomena is capable of being clearly differentiated from other 
classes of phenomena, and it constitutes a legitimate field of 
inquiry. 
4. Practical Apulication 
Aey cooterative activity has the following two functionS*: 
First, there is the function of securing the connnon collective purpose 
for which the organization exists, that of producing and distributing 
effectively a product in a business enterprise; and second, the 
function of securing the whole-hearted services of individuals in 
attaining this cooperative purpose, that of securing the cooperation 
of individuals in a business enterprise in attaining that purpose. 
The fact that individuals obtain satisfactions which make them 
willing to cooperate and give their services is implied in the ful.-
fillment of the second fumction, These two functions are inter-
related. Both functions must be ful.filled if the organization is 
to endure. 
F. Ecptilibrium Theory 
1. lleaning 
Morale is a dynamic relation of equilibrium between 
* 38, p. 142 
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individuals and the organization in which they work*. 
2. General Ramnifications 
The main task is to preserve and strengthen morale through 
the function of maintaining a condition of equilibrium which will 
preserve the social values existing in the cooperative eystem. 
3. Application 
Moving people about within the social organization of 
the plant will either maintain or upset the internal equilibrium. 
Transferring, promoting, downgrading, upgra.ding, deroting, placing, 
and selecting must be done in a manner that will be in accordance 
with the social values of the human situation and hence in a manner 
that will preserve morale and maintain internal equilibrium. 
4. ~ 
The realization of the fact that morale is a dynamic 
relation of equilibrium between individuals and the organization 
in which they work is a provocative achievement. It establishes 
the equilibrium theory as a concept, and it offers a valid basis 
for the cooperative phenomena theory. These theories reflect new 
light into the meaning and consideration of morale. 
* 381 PP• 12h-129 
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II SCOPE OF JI)RAIE 
A. Industrial Organization 
An industrial organization exists only to accomplish the 
purposes and goals of management. Industrial organization itself is 
only the !T'.eans to these goals and purposes and never the end. Em-
ployees work or sell their skills and services to accomplish and 
satisfy their own personal goals and purposes. Their jobs or 
status in the industrial organization are mainly the maans to their 
ends. 
1. Importance of Morale 
If the goals and purposes of both management and employees 
are to be attained, there must be a favorable state of morale within 
the organization. Thus, the traditional approach to consider morale 
as intriP,Uing, !1\VSterious, superficial, or merely something to be 
desired is inadequate and erroneous. A favorable morale is vital and 
necessary to the very life and success of the industrial organization 
and its purposes. 
B. Organizational Structure 
The traditional concept is that morale should be inspired 
from or by the existing orFanizational structure or manaFement frame-
work. This appears to be one of the basic causes of the dilemma. 
Actually, when desiFOing or creating the organizational structure, 
the morale factor should be considered. Some far-sighted industrial 
organizations have actually reorganized parts or all of their organ-
izational structures to create or enhance conditions more favorable 
to morale. The organizational structure should be such as to enable 
.anagement and labor both to accomplish their goals. So far, the 
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functional organizational structure with modifications has proved most 
valuable in this direction. Morale can be effectively established 
and greatly developed if the worker has some feeling that the organ-
ization structure was also planned with consideration for his purposes 
and goals. 
c. Selection 
A very important consideration in the development of morale 
is the adequate selection of workers. 
1. Matching Worker and Job 
An important factor contributing to poor morale and much 
job dissatisfaction is the mismatching of the worker and the ,job. 
Our present improved policies require a ,job analysis with job spec-
ifications, job and employee profiles, and adequate selection. 
However, this is roorely the first step towards improvenent. This 
has only helped matters sli~htly; additional steps must be taken to 
further reduce the extensive amount of poor morale caused by job 
dissatisfaction. 
2. Worker Purposes and Goals 
Besides roorely qualifying workers to jobs by matching 
profiles, the purposes and goals of the worker must also be con-
sidered. 
a. Considerations 
Even though the worker may be well qualified to per-
form the job, if the job does not fulfill or satis~ his purposes 
and ~oals, he will never be satisfied with the job, and his morale 
will be low. 
10 
D. Psychological Needs 
When considering the goals and purposes of the worker, the 
four basic psychological wishes and needs of an individual should never 
be overlooked. These four basic psychological wishes and needs are 
first, security; second, recognition, approval by management; third, 
affection, favorable regard ~ both management and fellow employees; 
and fourth, change, promotion and improvement and new duties and 
work change*. If these basic wishes and needs of an individual are 
not satisfied, he can never be expected to have a high morale. 
1. Dimensions of Morale 
Also, the dimensions of 1110rale must be considered and re-
garded. The dirensions of morale are first, intrinsic job satis-
faction that derives from the content of the work itself; second, 
pride in the work p;roup; third, satisfaction with wages and with 
promotional opportunities; and fourth, identification with the 
company**. Morale must never be regarded as a single concept, and 
these dimensions or types of morale gear into different levels of the 
psychological need which must be satisfied and considered. 
E. Training 
Poor and inadequate training has resulted in poor job per-
formance, extensive .iob dissatisfaction, high labor turnover, and con-
sequently, very low morale. Management has begun to reredy this 
dilemma with improved and extensive training programs, but there is 
still a very long Wl!fY to go. Manaf'E!ment still has to be made to 
realize that carefully controlled investigation of training techniques 
is necessary for full econo~ and hi~p morale. Actually this should 
* 3, 
** 6, 
p. 130 
p. 160 
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be extended to the entire realm of personnel and psychological services 
•mich management is now seeking. 
F. Emplo;vee-l!anagernent Relations 
In most present-day organization the maintenance of good 
employee-management relations, elimination or satisfactory handling 
of grievances, prevention of excessive or cost~ labor turnover, 
building and maintaining of favorable morale, reasonable association 
with labor unions, and the establishment of favorable human relations 
are considered as separate ends in themselves. Actually, this is 
erroneous as they are all interwoven, and the morale state will be 
the result of the effective coordination and interaction of them all. 
Since lack of morale cannot be reduced to some one single cause, 
an understanding of the problems relating to morale requires a 
simple and useful wsy of thinking about human beings in their 
associations with one another as a social system. The problems 
of morale in an organization, from this point of consideration, are 
in two parts; first, the dai~ problems of maintaining internal 
equilibrium within the organization by maintaining that kind of 
social organization in which individuals aad groups through working 
together can obtain human satisfactions that will make them willing 
to contribute their services to the economic objective of cooperation; 
and second, the dai~ problems of diagnosing possible sources of inter-
ference, of locating sore spots, of liquidating human tensions and 
strains among individuals and groups, of helping people to orient 
themselves to their work groups, of spotting blockages in the channels 
of communication*. 
* 38, p. 192 
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G. Equilibrium Concept 
llaintaining internal equilibrium within the social organ-
ization of the plant involves moving people about in the organization, 
Transferring, promoting, downgrading, upgrading, demoting, placing, 
and selecting must be done in a manner that will be in accordance 
with the social values o£ the human situation and hence in a manner 
that will preserve morale. This is the problem of morale in its 
everyday manifestation and application. Thus 1 morale is not a 
quality attaching to an individual or to a group; it is a dynamic 
relation of equilibrium between individuals and the organization in 
which .they work. In this context the administrator or supervisor 
is the guardian or preserver o£ morale through the function of 
maintaining a condition of equilibrium which will preserve the social 
values existing in the cooperative system, 
H. Communication and Structures 
llanagement has1 at last, seen the desirability of an 
effective two-way now of information (communication). This in-
volves keeping the channels of communication f'ree and clear so that 
orders are trensmi tted dowmrard without distortion and so that infor-
mation regarding situations at the work level is transmitted upward 
without distortion, This means getting the bottom of the organization 
to understand the objectives o£ the top and getting the top of the 
organization to understand the feelings and sentiments o£ the bottom. 
This has undoubtedly implimented the upli:f'ting of morale in many organ-
izations, However, this should be considered in detail with more depth, 
To establish a favorable morale among workers toward goals and :r-ur-
13 
poses management must create a favorable cognitive (knoiledge) 
structure, frame of reference, and attitudes and beliefs among its 
employees. Management must create a favorable motivational structure 
among its workers. This can be accomplished by getting the workers to 
see the tasks (jobs) that you want them to do as a path or means to 
some goal or purpose that they have. The more a personal goal is 
seen as attainable by a single or specific path (task or job) the 
more likely it is that the worker will cheerfully take that path or 
perform that task or job. Also, managemnt must establish a favor-
able behavorial-action structure among its workers. If the worker 
desires and is effectively motivated to perform the task or job, he 
will voluntarily do so, and his morale will be higher. A more 
detailed discussion and explanation of structures and their im-
portance in developing morale will be fully explained in chapter 
five of this thesis. 
I. Cooperative Phenomena 
Another advance towards establishing favorable morale is 
the substitution of cooperation for competition. Competition has 
never been intrinsicly favorable to morale; it can only be super-
ficially desirable. The cooperative phenomena is intrinsicly 
favorable to morale. Any administrator or supervisor recognizes 
that effective collaboration or cooperation among people is 
dependent upon conforming to certain codes of behavior without 
any conscious process of deciding whether one will or •vill not co-
operate*. A standard with collective sanction for the group to which 
it is applied is easier to administer than a standard without such 
sanction. Without sanction the standard can only be maintained by 
* 38, p. 183 
force, and force has alw~s been detrimental to a favorable morale. 
The spontaneity of collaboration is lost without accepted codes of 
behavior. This is understood by the industrial psychologist and 
skillful practitioner of human relations, but a tremendous task 
still remains to convince management of its sound logic. 
J. Research Approach 
Industry cannot expect decisive aid from psychology- until 
it actively maintains research programs directed towards the solution 
of all of its morale problems in all of their various contexts. The 
value of the research approach to human problems and morale in in-
dustrial organization can never be over-estimated. It is advantageous 
because it is a release from the stereotype-minded conception of 
human affairs. 
K. Training and Its Relationship to :t.brale 
The importance of training in developing mrale can never 
be over-estimated. Training is of para100unt importance in the develop-
ment of favorable morale within an industrial organization. Training 
actually begins on the first day that the nell' employee is introduced 
to the organization. If the employee's training is adequate and 
enables him to acquire the knowledge and skills necessary to success-
fully perform his task and job, his morale and effectivity within the 
organization will be better~· His morale will be higher if his train-
ing enables him to understand the industrial organization in which he 
works and to fit into the social structure of the industrial organ-
ization. 
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III INDUSTRIAL TRAINING 
A. Definition 
Industrial training consists o£ those formal methods and 
processes in an industrial situati.On by which sld.lls, Imowledge, and 
the attitudes o£ workers are developed or modified*. 
B. Organization o£ Industrial Training 
It is generally agreed that there has been a de£inite 
increase in the number o£ organized industrial training programs since 
1939. The 1946 Surve.y of the National Industrial Con£erence Board 
shows that since 1939 organized training for supervisors has increased 
81 per cent, 50 per cent increase for production workers, 40 per c ent 
increase for top executives, and there has been an increase of over 
200 per cent in apprentice training** • The National Industrial 
Conference Board's study o£ training programs indicates that there is 
a trend in industr,y towards organization of training activities and of 
assigning training to a specific department***• However, the training 
of rank-and-file workers, in the majority of companies, is being carried 
on prima.rily by fore~~Bn and experienced workers without the complete 
assistance and direction of specialized training depart~~Bnts. 
C. Training Literature 
1. ~ 
There have been several good books published over the past 
twenty years on the subject of industrial training. However, most of 
the books that referred to industrial training were books written in 
the field of manage~~Bnt, personnel, psychology, and education. These 
* 6, p. 84 
** 6, p. 86 
lHHt- 61 p. 87 
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books mere~y devoted one or two chapters to the field of industrial 
training, 
2, Journals 
There are several modern present day journals which contain 
articles that pertain or refer to industrial training, These journals 
are: The Personnel Journal, Supervision, The Journal for the Psy-
chological Study of Social Issues, Factory Management and Maintenance, 
Jolodern Industry, Industrial Relations, The National Industrial Con-
ference Board Management Record, and The Journal of Industrial 
Training. 
3. Psychological Abstracts 
Also, there has been a wider coverage by the Psychological 
Abstracts. This consists of an index which includes literature per-
taining to industrial training that has psychological significance, 
D. Contributions of J!ilitary Training to Industrial Training 
J.!!.litary training, especial:cyr during World War IT, has 
made some valuable contributions to industrial training. l!ilitary 
training experiences have shown to industry the value of first, 
applying psychological principles of learning to training; second, 
evaluating training; third, standardizing training through job 
analysis and lesson plans; and fourth, designing equipment for 
the operator*, Generalizations derived from mi.li tary situations 
have been applied· to problems of industrial training. However, 
generalizations from one situation to another are valid only to the 
extent to which the causal factors present in the original situation 
also operate in the second situation, One of the major contributions 
of military research on training to industry is the suggestion of 
~thods and techiques for the investigation of persistent problems 
* 6, p. 95 
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in industrial training. 
E. Major and Persistent Problems in Training 
There are five major and persistent problems and consider-
ations in training. They are the following*: 
1. Who Is To Be Trained? 
Every person in an industrial organization needs to be trained 
to some degree. The following considerations must be made when deter-
nti.ning who is to be trained: 
a) Continuous Analysis of Production to Ascertain Problem 
There must be a continuous analysis of production demands 
and requirements to adequately ascertain and define the training problem. 
b) Systematic and Continuous Audit of Individuals in the Work 
Force 
There must be a systematic audit of all individuals in the 
work force to determine those individuals who need training. This audit 
must be complete and continuous. 
c) Projection of Potential Labor Needs into the Future 
Present and future labor needs must be considered and 
determined. When these potential labor needs are projected into the 
future, it is possible to predict with adequate foresight the training 
requirements. 
d) Inadequately Trained Workers 
All workers without adequate and ample training must 
receive an additional necessary amount of training. 
e) Retraining and Changing Conditions 
Changing conditions in the job, worker, and work sit-
uation always make necessary a certain amount of retraining. 
* 6, PP• 97-ll2 
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2, What Is To Be The Content of Training? 
The following considerations must be made when determining 
the content of training: 
a) Adequate Job Analysis 
There must be an adequate and complete analysis of the 
job and all of its various requirements. 
p) Reliability of a Job Analysis 
A job analysis has reliability if it is complete and 
gives a full description of the job, It is necessary that all job 
analysis have reliability. 
c) Validity of a Job Analysis 
A job analysis has validity if it measures exactly 
what it is supposed to measure, All job analysis must have validity, 
d) levels 
There is equal need for the careful determination of 
the content of training at the three following levels: 
(1) Non-supervisor,r Worker Level 
(2) SUpervisory Level 
(3) Executive and Top lfanagement Level 
e) Interpersonal Contacts and Relations 
In determining the content of training, full consideration 
must be given to interpersonal contacts and relations of all levels of 
workers. Investigations of the frequency and effectiveness of the 
contacts between workers will give valuable leads to the contents of 
training, This type of analysis is essentially sociometric and can be 
used for the purpose of determining training needs. 
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.t') Diagnosis of Training Needs of Individual Employees 
A complete diagnosis of the training needs of individual 
emPloyees is necessary in adequately solving the problems involved in 
determination of training content. 
g) Maximum Returns from Training Efforts 
Training efforts are not expended merely to accomplish 
ambitious aspirations or to effectuate hopeful results. There must be 
a maximum return from all training efforts expended. 
3. What Methods Are to Be Used in Training? 
a) Primary Problem 
The primary problem of methods to be used in training is 
that of organizing training material intc optimal units and sequences, 
and providing proper scheduling of practice and motivation for effective 
learning*. A discussion of these and other considerations follows: 
b) Sequence of Training 
The sequence of training is a ver,r important consideration 
in industrial training. To make effective transference and minimize 
interference there must be a full cognizance of the appropriate sequence 
of training. 
c) Whole Vs Part Method 
It is debatable whether the whole or the part method 
is preferable in training. The particular circumstances and require-
ments of the training situation can more accurately determine whether 
the whole or the part method should be used. 
d) Speed Vs Accuracy 
Accuracy is logically the first requirement and 
speed is secondar,r. Many times speed cannot be accomplished unless 
* 6, p. 104 
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accurac,y has first been accomplished. Many times speed and concentra-
tion upon speed will enable more accurac,y to be attained. The cir-
cumstances of the particular job and training situation will be a 
valid basis for determination of whether speed or accuracy is most 
important. 
e) Distributed Vs Undistributed Practice 
Usually the trainee spends the whole of every world.ng 
day learning the specific procedures and movements required by the 
job, and this process is called undistributed practice*. The tendency 
now is towards distributed practice. It is generally agreed that 
training is more effective and practice is more proficient when train-
ing is distributed. During the training period half of the world.ng 
day could be devoted to specific practice and the other half could 
be profitably spent in training of a more general nature**. Dis-
tributed practice prevents fatigue, monotony, and the incorporation 
of improper methods. Distributed practice prevents wasted effort 
and takes cognizance of the la:w of diminishing returns. 
f) l!oti vat ion 
It is essential that the trainee be motivated. 
Usually when the trainee understands the reasons for tasks, train-
ing and learning are facilitated and made effective. 
g) Psycholog.y of learning 
Problems of methods of training rooted in the psy-
chology of learning arise in training rank-and-file workers, in 
' imparting technical knowledge, in training supervisors, and in train-
p. 366 
pp. 367-368 
ing the higher echelons of management*. Utilization of the findings 
and revelations of the psychology of learning will greatly f~cilitate 
and improve training in most cases. 
h) Involvement of the Whole Personality 
It is generally agreed that an individual must partici-
pate in a situation in some ego-involving WEzy before substantial per-
manent learning occurs. The whole personality must be involved in 
such a complete ''ffiY as to make future conduct a spontaneous expression 
of that involvement**. 
i) Role Playing 
Role plfzy"ing develops real participation and usually 
greater modification of behavior of the participants. It is claimed 
that role playing has the following advantageS***: 
~1) It is more nearly in line with accepted learning 
principles in that it minimizes necessity for transfer of training, 
furnishes immediate rewards and pmishments for behavior, and keeps 
the participants informed as to their progress. 
{2) It sensitizes a supervisor to the reaction of 
employees and trainees through the process of identification in pl~­
ing the role of the worker. 
' (3) It provides a useful catharsis for the participant. 
* 6, p. 105 
** 6, p. 106 
*** 6, pp. 106-107 
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(h) It is a training technique and a diagnostic 
• 
instrument. 
j) Visual and Mechanical Aids 
' 
Industrial training units have Widely used various 
visual and mechanica:). aids for training and teaching employees. 
The extent of the value of these aids has not been accurately 
determined. Whether they are equally effective in training workers 
at different levels, on different jobs, more effective in modifying 
attitudes, more effective in developing skills, or more effective 
in building knowledges are questions which yet have to be accurately 
answered. 
h. Who Is To Do the Training? 
a) Aptitude for Training 
• 
The essential problem in regard to who is to train 
becomes one of selecting from among plant personnel those individuals 
who have the greatest aptitude for instructing others and training 
them in the best available techniques of teaching*. 
1?) staff-man 
It is generally agreed that the staff-man should not 
have responsibility for training. However, the staff-man has the 
responsibility for aiding and assisting the management men and super-
visors actually conducting the training. The staff-man possess 
valuable special knowledge, skill, and information which must not 
be overlooked. 
c) Line Supervisor 
-In most cases the line supervisor, foremen and higher 
lipe supervisors, have the responsibility for conducting and carrying 
*, 6, p. 109 
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out the training, The line supervisor should also assist in the 
planning and evaluation of the training program, 
d) Top-management 
Top-management should not remain remote from the 
training program, While the line supervisors have the immediate 
responsibility for carrying out the training program, top-management 
has the major and final responsibilit,y, 
e) others 
To facilitate the carrying out of the training 
pro~am all possible able and valuable assists should be attained 
and utilized. 
5. How to Evaluate Training? 
a) Adequate Evaluation 
An adequate evaluation of the training program is 
necessary and desirable because management can use the results of the 
training pro~am as a criterion of the trainin<! program, Manage-
ment can review the results of its training program and can evaluate 
the training program and its results. A detailed discussion of the 
evaluation of a training program follows in chapter fourteen, 
b) Failure of Adequate Evaluation 
The failure to make adequate evaluation of training 
techniques and methods arises from two sources; first, training 
personnel usually are not acquainted vdth the exact methods of controlled 
research and statisticial techniques; and second, industrial executives 
have not been indoctrinated into the necessity of careful evaluation 
of training as well as other personnel activities*• 
* 6, p. 111 
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c) Management Interested in Results 
Management usually is interested in results rather 
than the niceties of psychological research and controlled experi-
mentation, but management IIIUst becoroo aware that carefully controlled 
investigation of training techniques is necessary if full value is to 
be received from their training dollarS*. 
d) Individual Worker Improvement 
One of the obvious empirical evaluations of training 
is worker improveroont. If the worker shows improvenent in performance, 
efficiency, and morale, the training program has been of some value. 
e) Active Research Programs 
Industry cannot expect decisive aid from psycholo~ 
and other sources until it actively maintains research programs 
directed toward the solution of its particular training and morale 
problems, not only its immediate everyday problems but also the broad 
fundamental questions which underlie theiD** 0 
F. When Training Actually Begins 
1. Introducing Worker to Compan,y and Job 
Training actually begins when the worker is first introduced 
to the company and later introduced to his job after hiring. P.ere 
the worker gains some information about the policies, procedures, 
methods, and operations of the company; and this information effects 
and changes the worker's attitudes; thus, training is actually 
beginning. 
2. Introductory Process 
The three objectives of the introductory process are first, 
to give the new emplQ?ee confidence in the company; second, to give 
* 6, 
** 6, 
p. 112 
p. 112 
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the new worker a complete account of the work he is to perform; and 
third, to define the terms of service to the new worker*. 
3. Scope of the Introductory Process 
The introductory process will include the foll~Ning ite~c*: 
a) A history of the company. 
b) In:formation and story about the products of the company. 
e) A description of present comp~r orr,anization. 
d) A statement regarding industrial relations policies 
and procedures. 
e) Information about employee activity programs within the 
company. 
f) A discussion of company, plant, and departmental regula-
tions. 
g) Information about the safety program and policies of the 
company. 
h) Information and instruction on the job routine. 
4. Morale 
It must be remembered that the new worker's mora.le state 
will first be affected when he is introduced· to the company and job. 
To insure the establishment of a favorable morale by the new worker, 
he must be properly introduced to the company and his job. 
* h6, 
** 46, 
p. 251 
p. 255 
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IV SOCIAL SYSTEM 
A. Socio-economic System 
Our modern industrial society constitutes a socio-economic 
system. It consists of a social and economic organization. Every 
industrial plant or enterprise is a sub-division in this socio-economic 
system. 
1. Status and Role 
Every individual has a status in the industrial plant and 
in the total socio-economic system. The status held by the individual 
is accompanied by a role. Role is the part an individual 1vill play 
or the bBhavior he vdll display in accordance with his status in the 
social organization or system. 
2. Stratification 
Every socio-economic system, industrial plant, and social 
organization has a large amount of stratification. Stratification is 
layers of stratas wi.thin the social organization whether it is the 
industrial organization or society as a whole. ~very individual falls 
into some layer of strata or is limited by stratification. 
3. Advancement and IIIIJ?r"Ovement 
Most individuals desire advancement and improvement. When 
an individual acquires a new or higher status, he increases and assumes 
new roles. ~~en an individual increas~s his role, many times it 
enables him to acquire a new status. 
a) Promotion 
In modern industrv, promotion is the means whereby an 
individual acquires a new or higher status. 
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b) Status and Role Change 
Advancement places the individual in a higher status. 
Improvement usually increases or makes more effective the role an 
individual plays. 
h. Training as an Instrument 
Training is an instrument for advancement and improvement. 
When the individual is trained to better fulfill and perform his 
role, he can advance his status. When an individual advances his 
status, he must be trained to perform his new role. 
S. Morale 
The morale of an individual will be improved when he is 
trained to better fulfill and perform his role. The morale of an 
individual will be improved when he is trained to assume a new 
status and perform a new role. The morale of an individual is 
improved when he is trained and can break through the stratification 
or achiP.ve a higher status in society. The morale of an individual 
definitely improves when he is trained to be more effective in 
society and its socio-economic ~stem. 
B. Industrial Organization As a Social System 
When a company is described as a "social ~stem," the term 
"~stem" connotes a whole in which each part bears a relation of 
interdependence to every other part, and this concept is a useful 
one for interpreting the activities of individuals who work as 
members of a large industrial concern*. 
1. Prestige and Social Equilibrium 
The nature of his respective task is a criterion for ranking 
an individual in a scale of social nrestige. Each person has a 
* so, p. 733 
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definite status in the organization. This hierarchy is maintained 
and preserved by a state of social equilibrium. The worker will 
resent and regard as unjust and unfair a~ move on the part of the 
management which affects or threatens an individual's place in this 
equilibrium, by alterin~ the status of the worker. The desire to 
maintain rank explains many reactions encountered by workers, and 
it is very important to comprehend the significance of this process 
of social evaluation among employees. 
2. Sentiments 
The logic of sentiments expresses the values of the in-
formal. organization*. The influence of sentiments pertaining to 
social relations is the paramount consideration in determining 
emplqyee reactions. Whether a policy is ~oing to cause satisfaction 
.or dissatisfaction among the workers will depend largely upon how 
that policy affects each individual's position in the social organ-
ization of the company. The worker's sentiments about his status 
as related to the status of his fellow vrorkers and his opportunities 
for getting the emotional returns which he has come, by temperament 
and P~-st social conditioning, to expect from his. job as a member of 
the company and the community will determine whether he will be sat-
isfied or dissatisfied with a policyll*. The worker has his own ideas 
and sentiments about the function of his occupation. He shares these 
ideas with the men who work with him in his own particular r;roup. 
Each group exercises social control over the output of its members. 
3. Attitudes and Beliefs 
Every individual has attitudes and beliefs, and every worker 
in the industrial organization has attitudes and beliefs about that 
* 50, 
** 5o, 
p. 735 
p. 735 
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organization. Attitudes are beliefs in action. An individual's 
behavior in a social organization is largely determined qy his attitudes 
and other factors. 
h. Job Satisfaction 
Job satisfaction is associated with family relationships, 
relative status in the eonmnmity, and pleasant relations with superiors 
and associates. An individual is satisfied with his job if it brines 
him a sense of success, self-respect, and admiration from others. 
Other factors that enter into job satisfaction are good earnings, 
favorable hours of work, variety, freedom from too much supervision, 
tangible results, opportunities for advancement, competition, pleasure 
in effective and skillful performance, security, adaption to the 
work, ~evance satisfaction, appreciation, and social status. Social 
status is very important from the morale viewpoint. 
5. 'Morale 
If an individual or worker in the industrial organization 
and social system has prestige and social equilibrium, has his sentiments 
rercarded, has positive and favorable attitudes and beliefs, and hlls 
a reasonable amount of job satisfaction, his morale will be higher. 
6. Training 
Training can help an individual or worker improve his morale 
in the industrial organization by advancing his status and thus 
increasing his prestif'e and gaining better social equilibrium. 
Trainin?, can also help an indiv:Ldual improve his morale by developing 
positive attitudes, beliefs, and sentiments. When an individual is 
trained bo become more effective in the performance of his job, his 
job satisfaction will increase and his mrale will be uplifted. 
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c. Social Consciousness 
1. Social Self 
It is said, thRt the social self is the recognition that a 
man gets from his mates*. An individual has as many different social 
selves as there are distinct groups of persons about whose opinion 
he cares, and an individual shows a different side of himself to 
each of these groups**. An indivirlual may thus be divided into 
several seJves, or a person develops ·specific habits in order to 
adapt hinself to specific situations***. Thus, the social self 
is the system of habits that a person develops in order that he 
may maintain his ~elf-respect and receive the approval of those 
individuals about whose opinion he cares. The social self evolves 
and develops as the growing and changing individual learns how to 
meet the standards of behavior which others come to expect of him 
or of which he thinks others expect of him. 
2. Group 
a) Status 
Every individual has a status in the group within 
which he associates. The worker's job and position gives him a 
certain status in his company, department, and work rrroup. 
b) Role 
The status that the individual has within the group 
in which he associates is accompanied by a role. The worker has 
a certain role, required pattern of behavior, or part to play within 
his company, department, and work group. The status that the 
individual has in the group ususlly determines the role that he plays. 
* 50, 
** 5o, 
*** 50, 
p. 393 
p. 393 
p. 393 
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3, Identification with Group 
The ability to identifY oneself with one's fellows is the 
basis of social consciousness, and the group or "we" is an extension 
of the "I" to include other personS*, Most individuals identifY 
themselves with some group, Identification with a group produces 
a feeling of comradeship, a "we-experience," that constitutes our 
predominant form of social consciousnesS**, 
a) In-groups and Out-groups 
Group consciousness is stimulated qy cooperation with-
in and opposition outside the group!!**, In-groups are formed within 
groups, as members combine into cliqueS****, The in-rroup is the 
cooperatinf! group or in-group clique. The out-group is the opposing 
or opposition group, Satisfaction is derived from being on the 
inside, and most individuals strive to be on the inside, 
b) Class Distinctions 
:Most individuals extend beyond the group and identifY 
themselves with a particular class in society, and this is called 
class-consciousness. 
h. Extent of Social Consciousness 
Most individuals are social-conscious to a considerable 
extent, The extent of social consciousness is determined qy the 
* 
5o, p, hOO 
** 
5o, p. h02 
*** 
5o, P• hOh 
**** 
5o, p. h05 
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individual's knowledge and imagination. The range of social con-
sciousness is as wide as the scope of the individual's knowledge 
and imagination. CoiillliUnication develops contact and extends the 
range of interest. Language is the basic medium of communication 
between human beings, and it is of major concern in social con-
sciousness. !':very individual belongs to one or m:>re groups, and 
as a member of any one ~roup he shares with his associates feelings 
of mutual interest which constitute the essence of social conscious-
ness*. The individual identifies himself with the group, and this 
process is greatly facilitated by a common lanfUa~e that promotes 
a ready and sympathetic understanding**. 
D. Morale 
1. Personal Social 
Morale extends from the individual or person to the social 
group. 
a) Individual 
The morale of the individual affects the group. Also, 
the morale of the group has an affect upon the morale of the individual. 
b) Group 
Group morale is the uniform tendancy of the morale of 
the individuals of the group. Group morale is mainly affected by 
indivj.dual mor~le. However, the morale of the rroup can have an 
affect on the morale of the individual. 
2. Manifestations 
Individual and group behavior as influenced by their attitudes 
and beliefs is their manifestation, showing, displayin~, or indication 
of morale. 
* 50, 
** 5o, 
p. h27 
P• h27 
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V ATTITUDES AND MOTIVATION 
A. Importance in Training 
When plannin<s a training program and developing morale, it 
is necessary to consider attitudes and motivation. The attitudes 
and motivAtion of the individual worker are very important. The 
attitudes and motivation of the individual worker affect his morale 
and influence the success or failure of the trainin~ program. 
B. Attitudes and Beliefs 
1. Attitudes As A Frame of Reference 
An individual' s frame of reference is the way the individual 
conceives or looks at something. A frame of reference is the way the 
individual regards, views, or refers to something. The individual's 
beliefs and attitudes are a part of his frame of reference. The 
individual's attitudes are his beliefs in action. 
2. Attitudes Determine Opinions and Prejudices 
An individual's attitudes determine his opinions and pre-
judices. It is important to consider the worker's opinions and pre-
judices when planning a training program. The worker's opinions and 
prejudices will be a good indication of his attitudes and beliefs. 
Usually when the Yrorker does not have favorable opinions and attitudes, 
his morale is lovr, and training is necessary to improve his opinions, 
attitudes, beliefs, and morale. 
3. Structures 
a) Cornitive 
An individual's cornitive structure is his knowledge 
structure. }_ worker's knmvledge about the job he is par forming is his 
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cognitive structure about the job. When planning am establishing a 
training pror,ram, it is necessary to consider his cognitive structure. 
By so doing, it will be possible to determine the amount of training 
necessary to increase the worker's job knowledge, 
b) :Motivational 
Before training, management must create a favorable 
motivational structure among its workers. This can be accomplished 
by P:etting the workers to see the tasks or jobs that you want them 
to do as a path or mep.ns to some goal or purpose that they have, 
The more a personal goal is seen as attainable hy a single or specific 
p~.th (task or job) the more likely it is that the worker will will-
ingly take that path or perform that task or job. When the VTorker 
realizes that he is being trained to more effectively perform that 
task or job and thus also accomplish his personal goal, he will be 
effectively motivated, 
c) Behavorial-Action 
When management has determined the worker's frame of 
reference, cognitive (knowledge) structure, and apnealed to his 
motivational structure, his behavorial-action (willingness to act) 
structure should be favorable. When the worker desires and is 
effectively motivated to perform the task or job, he will do so 
voluntarily, and his morale will be high, When the worker is made 
to see the importance and desirability of training and is motivated 
for training, he \vill usually respond favorably, and the training 
program has a better chance of being successful and effective. 
h. Considerations in Training 
When planning a training program it is necessary to give 
full consideration to the worker's beliefs, attitudes, cognitive 
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structure, motivational structure, and behavorial-action structure 
to adequate~y and accurately determine and plan the program, 
C. Indi.vidual Needs 
1, ~siological 
Every individual and worker has physiological and bodily 
needs that he must satisfy, Among the two most important are first, 
he must supply his body with food and nourishment; and second, he 
must keep his body comfortable by supplying himself with clothing 
and shelter, 
2, Psychological 
The four basic psychological needs and wishes of the 
individual and worker must be satisfied, The psychological needs 
are first, security; second, recognition and approval; third, 
affection and favorable regard; and fourth, change through promotion 
and improvement*. 
3. Satisfaction 
If the worker is to be happy and fave a favorable morale, 
he must have fUll satisfaction of both his physiological and ps.r-
chological needs, 
h. Importance of Training 
Training when it is effective usually helps the worker to 
perform his job better, When the worker is more effective on his job, 
his remuneration is usually higher, When the worker's remuneration 
is higher, he can more adequately satisfy his physiological and 
psychological needs. When the worker more adequately satisfies his 
physiological and psychological needs, his morale will be higher, 
* 3, p. 130 
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D. Motivation 
1. Exp1anation 
The common contention is that motivation is a cause or 
reason for doing something. 
2. What Happens in Motivation 
When an individual has a rootive or cause or reason for 
doing something, he has a greater chance of succeeding in its attain-
ment. Also, 'When an individual is motivated, he will be rore effect-
ive in performance. 
3. Drives and J.!otives 
An individual's behavior is directed by external and internal 
stimuli*. The internal stinruli are called primary drives, and the 
external stimuli are secondary drives. \;ben the individual learns what 
to do about a drive, what ann where the goal or object is, the drive 
has becOI'le a motive-.'*. Satisfaction of our fundamental pcysiological 
drives becomes associated with objects which in the process acquire a 
power to satisfY higher psychological motives. The psychological 
needs are the main elements of the higher psychological motives. 
h. Utilization of Our Knowledge of Motivation 
Knowledge of human motivation is essential to the control 
of human behavior, and some control of human behavior is essential 
to success and happiness in lifet**. Knowledge of human motivation 
is also essential when planning and establishing a training program. 
'llhen the trainees are effectively motivated, the training program will 
be more successful in accomplishinr. its objectives and purposes. 
* 43, p. 92 
p. 92 
p. 93 
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E. Goals and Desires 
Every individual worker has goals and desires. The train-
ing program has objectives and p1rp0ses. Usually when the training 
program is successful and accomplishes its objectives and purposes, 
the trained worker by receiving the benefits of better job perform-
ance also accomplishes some of his goals and desires. 
F. lfanifestations in Training 
Adequate consideration of attitudes and beliefs; cognitive, 
motivational, and behavorial-action structures; individual needs; 
motivation; and goals and desires will hsve a positive effect in 
training. A successfUl training program is a gaod indication that 
these considerations have been made. 
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VI SKILL AND TRAINING 
A. Skill 
1. Definition 
Sld.ll is manip~.lative ability to perform or do a job. 
According to the psychologist, an act of skill is a learned pattern 
of movem:mtS*. 
2. Acquisition 
Skill is mai~ acquired. Heredity- and boey and pl\ysical 
structure have some effect upon skill, but most skill is acquired. 
It is a main task of training to aid in the acquisition of skill. 
3. Transfer Through Training 
Skill can be transferred throngh training. It is reason-
able to state that training should directly involve the procedures 
and materials used in the actual job situation**. 
B. learning 
1. Trial and Error learning 
a) Association Fbrmation 
An essential condition for an association between two 
experiences is that the experiences occur simultaneously- or in close 
succession. The associations accumulate and become more stable and 
permanent through a repetition of the same combination of experiences. 
There is no Y113' of eliminating the requirement for constant and fre-
quent repetition. Although some individuals form associations more 
quickl.v than others, all individuals continue to profit by' further 
repetition. Thus, there is no final or complete state of learning. 
Even when performance is no longer improved by' repetition, the benefits 
* 27, p. 208 
** J.4, P• 365 
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of practice show up in less rapid forgetting. 
b) Selection Process 
Selection occurs through the action of reward and 
punishment. One nmst help an individual acquire the proper sensatioll8 
to aid him in the selection process. Select those process or acts 
which llill help the individual obtain his goal or satisfaction. The 
III08t practical method of teaching is to let the learner initiate the 
novements 1 and have the teacher label them good, better, bad, and 
so on*. A teacher or coach who can evaluate a movement pattern in 
this ~ most recop,nize the correct method qy the looks of it rather 
than by the feel of it. For the learner the I'everse is true. In 
factory and industrial operations one mnst likellise correct postures, 
the ~ a tool is held, and also indicate where the force of a stroke 
should be maximm to yield the best results. All of the uncorrected 
I!IOvements nmst be recognized visually, and they can all be corrected 
without a demonstration. 
2. Factors Which Influence Learning 
a) Demonstration 
Demonstration is used frequently under the most un-
favorable conditions. It is hard to transpose action. Dei!IOnstration 
has the virtue of giving the learner an over..,all picture of the end 
result. Demonstration should be used sparingly and spaced. 
b) Supervision 
Individuals need help, and supervision can prevent 
the individual from incorporating errors. When the task is difficult, 
the period of supervision should be prolonged. Interfering habits 
are acquired when several men train the same workers. Thus, one 
supervisor is better than using several supervisors for the supervision. 
* 27, p. 218 
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c) Jloti vation 
Motivation increases the effort and results in better 
work. Jfotivation increases an individual's willingness and ability 
to do more. It is important that the individual be effectively 
motivated in learning. 
d) learning Plateaus 
There comes a stage or point in learning where no 
progress occurs. This is a plateau, and this phenomenon is character-
istic of learning. The individual should not be discouraged when 
this learning plateau occurs. This learning plateau is temporar,y, 
and after a little more application it will soon pass. 
e) Attention 
A well learned act of skill is performed with ver,y 
little attention after learning. Using don't in giving instructions 
is poor pedagogy as it brings attention to the wrong thing. When 
movements occur in rapid succession, attention should be placed on 
rhythm. Attention on the end result of' the action pattern also tends 
to guide the execution of a pattern. In order to gain rapid and 
smooth performance, the pattern cannot be split into separate parts 
without necessitating separate acts of' attention. A unit of' skill 
cannot be divided into parts which can be learned separateJ;y- because 
this breaking-up of a task into parts is feasible only when the 
parts are actualJ;y- separated units of performance. Effective JOOve-
ment units llllSt be retained in the dividing of jobs for production 
purposes. The distribution of work in the production line will 
41 
benefit by an analysis of the finished product in terms of unified 
acts of sld.ll. Pairing of related operations, giving the important 
manipulations central positions, and having the controls arranged 
in the order in which they must be used are types of improvement 
which can frequent~ be made!!-. 
3. Kinds of learning 
The ld.nds of learning are as !'ollovm-a: 
a) Sensory 
Sensory learning is learning throuP')I the keenness 
of the senses. Sensory learning can take place even when the 
individual is unaware of the nature or the stimuli to which he 
is reacting!HI*. 
b) Motor 
'Motor learning is learning which involves the use 
o:f the muscles or the boqy. 
c) Verbal 
learning that involves use of the voice is verbal 
learning. Verbal learning also involves the use of words. 
d) Ideational 
Words express ideas, and llhen attention is paid to 
the maning or verbal material, verbal learning becomes ideational 
learning****. 
* 27, p. 225 
** 43, pp. 305-3o6 
*** 43, p. 305 
**** 43, p. 3o6 
4. Incentives 
Incentives can be used in learning. During learning, 
lmowledge of the results acts as an incentive to further progresS*. 
While competition can be used to increase the rate of learning, 
it is or doubtful value because it also usually produces an increase 
in errorS**. Incentives should be used that will increase the 
rate or accurate learning. Promise of a better job or a promotion 
for accurate learning is usually a good incentive. 
5. Criteria of learning 
The change in the behavior of an individual which results 
from practice is observed as one or more of the following: increased 
accuracy, increased speed, reduced energy cost, and decreased feel-
ings of etfo~. These are good criterions of learning. 
a) Greater Accurasr 
learning is effective when a learned task can be per-
formed with greater accuracy. 
b) Greater Speed 
learning is er.t'ective when a learned task can be per-
formed with greater speed. 
c) less Energy Cost 
learning is effective when the task can be pertormsd 
with less energy cost. Usua~ with practice the energy cost or 
learning can also be decreased. 
d) Decreased Feeling of Effort 
As learning progresses, the amount of consciousness 
p. 368 
pp. 368-369 
p. 3o6 
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accompanying the performance ot the act decreases, and also fewer 
sensations of strain are experienced*. 
c. Learning and Training 
1. Psychology or Learning 
In a training program, utilization of the findings and 
revelations of the psychology- of learning should be made. This 
will aid in increasing the effectiveness or both learning and 
training. 
2. Application into Training Program 
Tbe learning factors, kinds of learning, and criteria 
or learning should be applied to the training program. This 
application will aid and foster training. 
* h3. p. 308 
VII PRE-'l'RAINING CONSIDERATIONS 
A. Job Requirements 
A new approach to the problem of job requirements includes, 
rather than collecting opinions, lmnches, and estimates, observed on-
the-job behavior which will be recorded and reported by those in the 
best position to make the necessary- evaluations of the observed per-
formance*. The collection and tabulation of these observations for 
a representative sample of workers makes it possible to formulate 
the critical requiremnts of the job in terms of observed job be-
havior, and this list of requirements provides a sound basis for 
making inferences as to the critical requirements of the job in terms 
of aptitudes, training, and other worker characteristicS**. 
1. Job Analysis 
An adequate job analysis I!Dlst be made to determine how well 
any inrlividual is performing his job and to find out exactly what the 
job is the worker is performing. An analysis of job requirements 
will define the specific activities to be performed in accomplishing 
the job in a satisfactory manner. These requirements will be stated 
in terms of specific types of on-the-job behavior. A satisfactory-
definition of the job in terms of behavior of this type IIDlst include; 
first, the identification of the various aspects of behavior included 
in the job; second, standards of various degrees of adequacy of per-
formance on each of these aspects of behavior; and third, an estimate 
of the relative importance of each of these aspects***. 
* 6, 
** 6, 
*** 6, 
p. 53 
p. 53 
pp. 32-33 
2, Techniques and Skill 
In addition to job requirements in terms of satisfactory 
on-the-job behavior, it is necessary to determine job requirements 
in terms of aptitude, training, specific information, attitudes, 
habits, skills, and abilitieS*. Job requirements of this type will 
be based on inferences and hypotheses that can be checked b,y empirical 
studies, 
3. Critical Requirements Theory 
The essence of the new approach to job requirements is to 
collect data regarding successes and failures of workers with refer-
ence to the important aspects of their jobs, and the first objective 
of the method of critical requirements is to eliminate from further 
consideration all job requirements which are not critical to success 
or failure on the job**, 
a) Critical Incident Techniqae 
The main tool of the critical requirements theory is 
the critical incident technique. A detailed discussion of this 
technique follows*-**: The critical incident technique requires im-
mediate supervisors and other close associates competent to evaluate 
the observations to report from memor,r previous observations. These 
observations are recorded in full by the observer or interviewer. 
Observations are obtained on a representative sample of workers on 
the specified job. For complex jobs performed under a wide variety 
of conditions two or three thousand observations of critical behaviors 
have been found necessary to achieve stability. Simpler tasks per-
* 6, p. 33 
** 6. pp. 4<>-U 
*** 6, pp. 45-48 
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formed under more uniform conditions require only a few hundred in-
cidents, The most difficult part of the critical incident technique 
is the developnent of appropriate descriptions and questions to 
define the type of observations desired, and the incidents reported 
should be random, A device for avoiding selection is to request that 
the incident relate to the most recent instance of some fairly object-
ive type, and the type could be an official reprimand, a transfer, 
an accident, a grievance, o~ some other clear-cut instance of failure 
with regard to an important aspect of the assigned job, The judgment 
on the part of the observer should be a definite one, that the worker's 
behavior was unsatisfactory, Incidents of outstanding behavior should 
also be noted, and it is the aim of the questions to avoid stereotypes 
and the biases of the observer and to obtain reports of only truly 
critical behaviors. A minor variation of the critical incident tech-
nique requires that observations be made over a specified interval of 
time, and the critical incidents are recorded as they occur. This 
avoids observer biases, reduces loss in accuraa,y due to forgetting, 
and avoids failure to observe important details, 
B, Personnel Selection 
1, General Selection 
From the job analysis with job specifications and job and 
employee profiles, it is possible to determine the qualifications that 
each worker must possess, This enables accurate employee selection, 
and the worker that most favorably meets the job requirements should 
be appropriately aasigned to that job. 
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2. Workers to be Trained 
An application of the critical requirenents theory and 
the critical incident technique "Will determine which workers need 
training and the areas in which the workers need training. 
c. Intelligence 
1. Explanation 
There is no accurate or complete definition of intelligence. 
Attempted definitions are as follows: Intelligence is a function 'Which 
may be defined as nexibility or versatility of adjustnent, and in-
telliggnce is a function Which changes as the organism grows and as 
the organism is modified by What happens to it*. As far as lmman 
beings are concerned, intelligence is fiexibility or versatility in 
the use of symbolic processes**. 
2. General ConsideratioM 
Consideration must be given to the intelligence of the 
worker. The aiiiOIIDt of intelligence required for the job and the 
amount of intelli~ence that the worker possesses must be considered. 
Training will alweys benefit an intelligent worker, but training can 
never compensate for lack of intelligence. 
3. Aptitudes 
Consideration must also be given to the aptitudes of the 
worker and the aptitudes necessary for oroficient performance on the 
job. When the worker possesses aptitude for the job, training will 
always aid in the developnent of those aptitudes, but training can 
never compensate for lack of aptitude. 
4. level 
The intelligence level or the individual is veJ:7 important. 
* 33, P• 410 
** 33, P• 411 
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Individuals with a high level of intelligence will always benefit from 
training. Individuals with a low level of intelligence will not 
receive maxiiiDlm benefits from training. The level of intelligence 
or the intelligence quotient can be determined ~ tests. 
5. Importance in Training 
Consideration of the worker's intelligence level and aptitudes 
and the aroount of intelligence and aptitudes required for proficient 
job performance are very- important. This will enable an accurate 
determination of the workers that should be trained and will enable 
a prediction of the extent of benefit the worker will receive from 
training. It will also have a strong indication of the possible 
success of the training program. 
D. lforal.s 
Consideration 1111st be given to morale before training. 
The degree and state of the individual worker's morale I!DlSt be con-
sidered. There IIDlst be full cognizance of the degree of equilibrium 
between the worker and his organization and the extent of cooperation. 
Tihen we consider oorale before training, we can determine the 
necessitw for and the amount of training desired. A consideration 
of morale before training also enables a prediction as to the effect-
ivity" and success of the training program. We can also compare oorale 
after training to see if the training has improved oorale. 
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VIII PHASES OF A TRAINING PROOIWl 
A. Explanation 
Every training program whether for one individual or for a 
group of individuals should consist of the following eight phases 
in consecutive order. They are the survey, organization, operating, 
checking, application, maintenance, evaluation, and retraining phases. 
The purpose of these phases is to establish and insure convenience and 
efficienc.y in training. 
B. Survey Phase 
The survey phase will consist of making a careful stuey 1 
determination, and survey of the following: 
1. Workers and Performance 
There must be a careful study of each worker and his per-
formance. Considerations must be given to the desired performance 
of a worker and to the extent that a worker is meeting desired per-
formance. 
2. Effectivity and Efficiencr 
There must also be an accurate determination of the effect-
ivity and efficiency of each 110rker. Usually, the worker is not 
effective to the extent of his full potential, and the worker's 
efficiency can alW!!iY's be increased and improved. Training can alvrays 
increase worker's effectivity and efficiency, but a survey is necessary 
to ascertain the extent or degree of a worker's effectivity and 
efficiency, and thus, determine the amount of training necessary. 
3. General Problems 
The general problems in the survey phase of training will be 
to review and determine the following: 
a) Who is to be trained? 
b) What is to be the content of training? 
c) What methods are to be used in training? 
d) Who is to do the training? 
e) How to evaluate the training? 
These general problems have been discussed in detail in 
section E of Chapter III. 
h. Requirements 
The next step in the survey phase of a training program 
is to determine the requirements of the training program. '!he main 
requirement consideration will be to determine exactly what the train-
ing program will attempt to accomplish. After we have determined 
what the training program will attempt to accomplish, we can then 
decide how we will attempt to accomplish our purposes. 
'5. Jforale 
Morale l!Dlst be considered in the survey phase of a training 
program. Before training actually begins, in the survey phase of the 
training program we must determine the dimensions of morale that now 
exist and also the de~e of equilibrium and extent of cooperation. 
c. Organization Phase 
After the survey phase has been completed, the training 
program passes into the organization phase. This organization phase 
consists of defining the general training objectives, defining the 
specific training objectives, ma.kinv, an analysis of the training pro-
gram, outlining the units of instruction, selecting and training of 
instructors, and determining of the training organization. 
1. Definition of General Training Objectives 
'!he general training objectives will be a reaffirmation of 
what the training program will attempt to accomplish. It will consist 
of an enumeration of the goals and objectives of the training program. 
2. Definition of Specific Training Objectives 
The next step is the defining of the specific training 
objectives. The definition of a series of specific training objectives 
usually suggests the educational method or procedure which will be 
likely to give the best results in each case. Conference discussion, 
the informational procedure, and specific teaching would all have a 
place. Each will contribute in Wtry's in which the others will be in-
effective. 
3. llald.ng of Necessary .Analysis 
Next comes the task of mald.ng the necessary analysis. An 
analysis consists of breaking a thing up into its component parts. 
The process of analyzing makes it possible to examine things that 
appear and are complex. In working out analysis for training purposes, 
it is necessary to apply some system of classification. Whenever the 
need for an analysis is indicated in connection with working out plans 
for training, the best possible attempt should be made to develop a 
properly classified analysis and to arrange the parts in an orderly 
manner. These should be classified with respect to the employment 
levels for which they are intended to be used. 
4. Outline of Units of Instruction 
In the outline and development of the units of instruction, 
each unit should be sufficiently limited in scope to enable the average 
learner to grasp the new ideas involved. The units should be arranged 
in a progressive order or sequence based upon the learning difficulties 
involved. 
5. Selection and Training of Instructors 
The proper selection and training of instructors is very 
important. The instructors chosen to conduct the training must have 
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a well balanced personality and a thorough lmowledge of the field of 
work in which the instruction is to be given. Also, the instructor 
must possess the ability to teach what he !mows concerning his field 
of work and that ~lhich he can do in his field. The persons chosen 
to administer the training instruction met be thoroughly briefed on 
appropriate presentation and teaching techniques. 
6. Ty'pes of Organization 
Next cones the organization of the training. On-the-job 
training by" supervisors, using advisors and using experienced nen is 
very effective. On-the-job training can also be supplemented by" 
leisure time classes and other types of instruction. Extension 
courses, correspondence courses, and institutes or short courses 
can also be supplemented. All possible tupes of organization should 
be carefully considered. 
D. Operating Phase 
The operating phase of the training program is !mown as the 
putting over phase. 
1~ Conditions NecessaEY for Efficiengr 
The following conditions are necessary for efficiency*: 
a) The persons to be trained are properly selected. 
b) The training objectives are appropriate, clearly defined, 
and understood. 
c) The instructor is qualified. 
d) The training content or subject matter has a functional 
value for the persons in training. 
e) The working conditions are sufficiently favorable to 
make it possible to do a reasonably good job. 
* s, p. 124 
2. Selected Groups 
In many cases, because of prevailing and existing conditions, 
the only possible and feasible means of providing training is to organ-
ize classes or groups in order to utilize the available instructing 
staff to best advantage. The best practical selection standards must 
be set up. Personnel, both trainee and instruction, should be as 
homgenous as possible. 
3. Working Conditions 
The working conditions must be the best possible. Size of 
the instructional group, length and frequency of group or class meet-
ings, the time of day when classes or instructional groups are assembled, 
environment, facilities, and all other factors must be as ideal and as 
favorable as possible. 
4. Classes of Training Ob;jectives 
The proper size of the training grvap in any given situation 
depends to a considerable extent upon the nature of the training 
objective. Whether it is purely informational, designed to develop 
an appreciative understanding of something, or contemplates the 
development of some degree of manipulative or doing abilit.y1 determines 
the proper size of the training group. Training is also a progression. 
5. Instructional Groups 
Instructional groups involves the consideration of both 
size and time. 
a) Size 
The objectives of training determines size. Infor-
mational objective, large traininf! groups are pernd.ssible. Appre-
ciative objective, smaller rroups are desirable. Manipulative 
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or doing ability objective, small groups are necessary. 
b) Time 
In tl)e proper determination of time, the most important 
items to be considered are the length and frequency of group meetings, 
the time of day when groups or classes are assembled, and the question 
of whether group instruction is carried on during work time or leisure 
time. 
6. Educational Procedures 
There are three principal educational procedures which ~ 
be utilized in operating a training program. First, informational 
procedure is primarily concerned with the exchange of information; 
second, instructional procedure is utilized when the objective is to 
enable the learner to acquire the ability to do something of a tan-
gible nature which he could do imperfectly or not at all, before 
being instructed; and third, conference procedure is useful when the 
objective is to promote individual and group thinking, increase the 
ability of individuals to exercise judgement, stimulate cooperation 
in an organization, organize experience, and in other ways to build 
up morale*. 
7. Training 1".ethods and Devices 
In connection with each of the above mentioned educational 
procedures there are various training methods and devices that ~ 
be utilized. They are as followS**: 
* 5, 
** 5, 
a) Series of disconnected lectures. 
b) Series of coordinated lectures. 
c) Iecture and textbook or other follow-up reading. 
P• 136 
p. 137 
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d) lecture and quiz. 
e) Lecture followed b,y qnestione. 
f') Textbook, instructor present. 
g) Textbook, no instructor. 
h) Conference. 
i) Lecture followed b,y conference. 
j) Conference 'IIi th follow-up reading. 
k) Study and recitation. 
1) Demonstrations, explanations, and note-taking. 
m) Formal lessons, followed up b,y supervisor. 
n) On the job, under supervision. 
o) Trial and error-experimentation. 
p) Imitation-emulation. 
The suitability of methods and devices det:end upon the nature 
of the ovjective. The real value of any method or procedure used for 
training purposes is directly proportional to the amount of activity 
sti!lDllated by it on the part of the persons in training, and this 
activity may be mental or physical or both. 
e. Training Records 
Training records must be kept to maintain interest, to 
recognize effort, for reference purposes, and as record for promotion. 
9. Conference Reports 
It is important that conference reports be kept and maintained. 
These conference reports should not be a detailed record of everything 
that has been said, but they should be a condensed descriptive report to 
summarize the results of conference work. These conference reports 
should be used as recommendations to executives. 
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10. Precautions 
'There is need for a great deal of judgment in running the 
traininr program. Full consideration must be given to all variables 
and complexities. Ample time mst be given for the training pro-
gram. Growth or training accomplishment mst not be forced. Only 
the necessar,r training records must be kept. 
E. Checking Phase 
1. lleaning . 
The process of interpreting and evaluating types of evidence 
is a check-up. Attitudes, results of the operating phase, and morale 
must be considered. The checking phase must occur after the operating 
or putting-over phase. This checking phase mst not be confused with 
a follow-up often associated with training activities. This follow-up 
belongs in the maintenance or holding-on phase. 
2. Value 
The checking phase is valuable in a training program. It 
ascertains and considers difficulties and variables. The prudent 
course of making a check and determining where you are at a given 
period of time is much wiser than plunging ahead blindly 1 trusting 
to luck that things may turn out all right. 
3. Factors 
The possibility of making an effective check on a training 
program while it is in operation depends upon the following factors. 
First, the nature of the objective; second, the working conditions; 
third, attitude of the executives; and fourth, the ability of the 
instructor to evaluate evidence and to discriminate between what is 
significant and what is superficial or irrelevant*. 
* '· p. 152 
4. General Conclusions 
A sensible and practical check-up has a legitimate place in 
a traininr, program, and it logically follows after the operating 
phase. However, a real appraisal of the final outcomes should be 
deferred until the program has progressed through the application 
and maintenance phases. 
F. Application Phase 
1. Meaning 
The application phase is that phase in the whole operation 
of the program in which the degree of efficiency realized is favor-
ably influenced by actual application of the instruction given. 
2. Application 
a) Good Application 
Good instruction in small units or lessions requires 
that the learner or trainee should attempt to apply his new ideas or 
skills in some practical wey-. Since it is not enough for the in-
structor to have presented the lesson, the learner or trainee must 
apply that which he has learned. During this phase of the training 
program, the teacher or instructor stands by ready to help out if 
necessary. Any application of the training on the job, may be 
expected only to the extent that the necessary conditions for 
effectiveness have been met in carrying the program through all of 
the previous phases. The satisfactory accomplishment of these pnases 
can be regarded as the foundation upon which to base further progress. 
A few mey- be expected to apply their training, and mey- need encourar,e-
ment to apply training. 
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b) Inadequate Application 
There is danger that a considerable portion of the 
training given will not be applied on the job. !Dss of interest on 
part of those in training and poor follow-up of training by super-
visors are causes of this inadequate application of training. 
Inadequate application of training will result in poor I!Drale in 
the organization. 
c) Specific Factors 
Adequate and appropriate incentives must be applied. 
The supervisor is in the best position to apply them. Recognition 
by the supervisor is a good incentive. Competition is used as an 
incentive, but competition can be ·dangerous as an incentive. Caution 
is necessar,r in using competition as an incentive. Competition can 
cause the adoption of unfair practices to win, confusion of the mans 
used with end to be achieved, and adopt.ion of the attitude that when 
anybody wins somebody looses. Rales gcverning competition should be 
as simple as possible, and they should be clearly understood by all 
the interested parties. The data or evidence used in deciding who 
wins should be entirely objective, and every possible precaution 
should be taken to prevent the use of unfair or unethical methods. 
There is also danger in overstinnlating ambition. The supervisor 
can utilize responsibility as a mans of obtaining application. There 
are few potential dangers here, but judgment is required. 
d) Carrying Out Application 
The supervisor's work is the main mans by which the 
application or training phase of the prop,ram ma;y be realized on the 
job. The most effective mthod for assisting supervisors to meet 
their responsibilities is to hold supervisors' conferences at regular 
intervals. At thers conferences supervisors can exchange ideas, pool 
experiences, and think out rational answers to the problems confronting 
them. 
e) SUpervisor's Part 
Good application depends upon the supervisor. The 
extent to which the application phase of the training program is put 
over at all will be accomplished through the well-directed efforts of 
the supervisory force. 
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IX PHASES OF A TRAIImiG PROORAK CONTINUED 
G. Uaintenance Phase 
1. :!leaning 
The maintenance phase of the training program is the holding-
on phase. It is that phase in which such gains as have been made in 
the previous phases are consolidated and maintained. The problem of 
holding on becomes one of finding and using wrqs and means of making 
the outcomes of the training as permanent as possible. The beneficial 
and worth-while results of the training should be integrated into 
everyday practice and procedure on the job to the greatest extent 
possible. 
2. Importance 
This maintenance or holding-on phase is very important. 
If the maintenance phase is not handled with a reasonable degree of 
efficiency, the value of the entire training program can be heavily 
discounted and.lost. 
3. Integration 
Integration means the bringing toP:ether of all the different 
values which are or have been derived frCIII training activities carried 
on with worker personnel and incorporating them into current working 
practices. 
a) Causes of Poor Integration 
Some of the causes of poor integration are as follOWS*: 
(1) Poor planning or the training program. 
(2) Inefficient handling of the training program 
during the operating phase. 
* s, p. 190 
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conditions. 
(3) Training conducted under unfavorable working 
(h) No suitable means of checking used. 
(5) Poor or ineffective supervision. 
(6) Inadequacy of executive understanding, support, 
and backing for the training program. 
(7) Having regarded the training program as a thing 
in itself rather than as an integral part of the regular operations 
of the organization. 
b) Good Integration 
Good integration will result in a capitalizing of the 
values of the training by using such improvements as are made to 
improve worker job effectivity, advance the economic advantages of 
the organization, and increase employee morale. 
4. Morale 
Care should be taken to maintain morale, and during this 
phase should come the first indications of an effective increase in 
morale. 
5. Preverrt.ing Slump 
There is a tendency for most training programs to slump. 
This tendency is particularly apparent when instrllctional groups or 
classes are organized and where no special .effort has been made to 
assist the supervisors in immediate charge of the work, first, te 
recognize all their responsibilities for training; and second, to 
equip themselves to meet these responsibilitieS*. Force of habit 
and the tendency to slip back into old habits is another major cause 
of slump. Precaution IJJilst be taken to prevent this slump. 
* 5, p. 191 
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6. General J:mprovement 
To insure general improvement there must be a follow-up. 
This is necessary for permanent improvemnt and permanent results. 
This follow-up is part of the maintenance phase, and it is subsequent 
to the application phase. 
7. Sound Policies 
The degree to which integration of results can be accomp-
lished depends mainly upon the soundness of the policies of the organ-
ization carrying out the training program. Also important are the 
ways in which these policies are carried out in practice. Satis-
factory integration is possible in the degree to which the policies 
and actions of management are carried out v:i th a :f'ull realization that 
there are certain inborn tendencies to action which all normal hnman 
beings have. These tendencies cannot be ignored and the human factors 
must be considered. 
B. Human Factor 
Attempts to integrate the results of training and to capital-
ize upon these results will succeed only to the extent that human 
factor considerations are recognized and understood. This recognition 
must be reflected in the policies and work of the organization. 
a) Tendencies and Wishes 
Tendencies and wishes of individual workers and the 
working group must be considered and satisfied. 
9. Proper Handling of This Phase 
a) Efficient Supervision 
The responsibilities of supervisors must be clearly 
defined. The authority of supervisors nnst be commensurate with their 
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responsibilities. Supervisors I!!USt be backed up and supported by 
managenent. Supervision is essential in the maintenance phase of 
the training program. 
b) Staff Menftlers 
staff members can greatly aid and advise the main-
tenance of the training program. Their knowledge and experience is 
of invaluable assistance. 
(1) Minimum Interference 
Despite the great value that staff members of 
the organization give to the maintenance of the training program, 
their role is strictly advisory. They must offer assistance on~ 
when it is required, and they must offer a minimum of interference 
to the maintenance of the training program. 
c) Cooperation 
Cooperation of subordinates with their superiors 
must exist if the maintenance of the training program is to succeed. 
This involves the carrying out of orders, directions, and suggestions 
in conformity with such policies as have been made known to all 
members of the organization. 
d) Executive Support 
Fnll support by the executives of the organization is 
necessary if the maintenance of the training program is to succeed. 
e) Continuity of Executive Interest 
There is a tendency for executives to show spasroodic 
interest in a training program. If the training program is to be 
maintained successfUlly, there must be a continuity of executive 
interest. 
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f) Kaster Sessions 
Master sessions have been found to afford an excellent 
means of fandliarizing higher executives with the objectives of 
supervisory training, especially where the conference procedure has 
been used*. After a carefully planned conference for a group of 
supervisors, the outline is tested out by working through it 'With 
the higher executives. This makes higher executives narties to 
the actual maintenance or the trllining program. Master sessions 
accomplish the objectives suitable for an executive group in a 
shorter period of time than is required for actual conference dis-
cussion with supervisors. The ~ster session group functions best 
llhen it operates as a board of review, to pass upon the suitabilicyo 
and relative importance of the conference objectives set up for the 
supervisors and the scope and nature of such informal material as has 
been prepared for use as follow-up text material to be distributed 
subsequent to conference sessionS**. 
g) Securing Improvements 
A successful training program will make a definite 
and tanr,ible contribution to the realization of the three following 
desirable outcomeS***: 
(l) Definite and permanent improvement in the per-
formance or work on all levels. 
organization. 
* '· 
** '· *** 5, 
p. 206 
p. 206 
p. 207 
(2) More effective cooperation and team work in the 
(3) Improved morale throughout the organization. 
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h) Influences for Success 
Two principal influences for the carrying on of a 
training program through the maintenance phase are as follOWS*: 
(1) Effective supervision by the first-line 
executives. Through their contacts w.l.th individuals, IIIIUIY interest 
factors can be made effective and desirable incentives can be 
utilized. 
(2) Good managerial procedure. This includes the 
formulation and application of desirable personnel policies and 
practices, including the utilization of external incentives such as 
promotion, profit-sharing and other benefits. 
H. Evaluation Phase 
1. Degree of Accomplishment 
It is important in the evaluation phase of the training 
program to determine the actual degree of accomplishment that the 
training program has made. It involves a determination of how mch 
of the objectives of the training program were actualzy- accomplished. 
2. Shortcomings of Training Pro~ 
The evaluation phase includes a serious recognition and 
determination of the shortcomings of the training program. 
3. Recoli!ID3ndations for Improvements 
After the completion of the maintenance phase of the train-
ing program and an evaluation which includes a determination of the 
degree of accomplishment of the training program and a recognition 
and determination of its shortcomings, it is now possible to make 
valid recommendations for improvements. These rec0li!ID3ndations will 
include improvements for the present training program and similar 
future training programs. 
* 5, p. 208 
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4. Necessary Revisions 
After the recommendations for improvements have been made, 
it will be necessary to effectuate these recommendations by making 
revisions in the present and f'nture training programs, 
I, Retridning Phase 
1, Degree of Retraining Necessary 
Since no training programs are perfect, there will be a 
necessity for so100 amount of retraininf!, This will constitute the 
retraining phase of the training program which is the final and 
last phase, 
a) Total 
Seldom will total retraining be necess11ry. If the 
training program has reached the retraining phase, some part of 
it was undoubtedly effective and total retraining will not be 
necessary, Total retraining will be necessary if there has been 
a major change in method and technique of job performance since 
the original training program was undertaken, 
b) Partial 
There will usual:cyr be some am:nmt of partial retrain-
ing to offset and correct the inadequacies, shortcomings, and defects 
of the original training program, It is important that this partial 
retraining be undertaken as quick:cyr as possible before the uncorrected 
method or technique become habit, 
2, Retraining Program 
The retraining program will be short and mainly corrective. 
It will not be necessary to go through the eiv)lt phase cycle of training 
in the retraining phase, The retraining program will be mainly a short 
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reinstruction and re-education process to be effective. 
3. Application of Retraining Program 
The retraining program will consist of new explanation 
and instruction. It will provide for corrective performance and 
sufficient supervision until this new corrective performance has 
effectively superseded the incorrect performance. 
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X TRAnf.mG NOH..SOPERVISORr WORKERS 
A. Importance 
Training is important in the continued adjustment of the 
worker-in-his-work unit, and it is absolutely essential to the 
successful absorption of new employees with a m:l.ninrum of time and 
expense* • There also is the need for training men on the job to 
meet changing techniques and to improve old methods that are in-
efficient. A well-planned educational and training program is 
needed to keep the balance between the capacities and interests of 
the workers on one hand and the opportunities and requirements of 
the work on the other, and training must be viewed as an integral 
part of the whole personnel program with all its lli8.IV activities 
functionally interrelated**. 
B. TypeS of Training 
1. On-the-Job Training 
On-the-job training can be accomplished by means of the 
experienced worker, supervisor, special instructor, understuqy s,rstem, 
utility squad, and the aPPrenticeship system. A brief discussion of 
these types of on-the-job training methods follows~'*= 
a) Experienced Worker 
The new employee and the employee transferred to work 
of a new and different nature is broken in and instructed by a skilled 
experienced. worker. 
b) Supervisor 
The worker receives his instruction from the supervisor 
who is a department head or foreman. 
* u6, P• 267 
** 461 P• 268 
*** h6, pp. 268-270 
69 
c) Special Instructor 
The skilled worker is seldom equally sld.lled in 
both performance and teaching. The special instructor is chosen 
II!B.i.n:cy' because of his ability to teach and secondarily because of 
his special sld.ll in performing the work. Yost of his time and 
efforts are devoted to his teaching and instructional duties. 
d) Understudy System 
The worker or trainee is ll8de an understudy to 
the men actually performing and doing the work. The trainee will 
be taught the tasks, duties, and functions of the job from the 
worker actually performing the work. 
e) Utility Squad 
The utility squad consists of a group of men trained 
to perform various jobs throughout the plant. This eliminates the 
necessity of carrying excess men in each department. !len on the 
utility squad are used as instructors of workers in the various 
departments. 
f) Apprenticeship §rstem 
This system started back in the days of the medieval 
guilds, and it is still one of the most cODDIIon forms of industrial 
training in existence today. The apprenticeship system is one in 
which the new worker or trainee goes through a planned period of 
instruction and training to completely learn a job or trade. 
2. Company Schools 
a) Vestibule Schools 
(1) Explanation 
The vestibule school is where the training of 
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workers is centralized, systematized, and supervised by expert teach-
ers and instructorS*. The vestibule school is located in a separate 
room or workplace usually near the regular production area. The 
vestibule school helps to make the emplo;yneu.t of short-term workers 
on semi.skilled jobs :profitable, and it also aids in increasing the 
average length of service of the newly employed worker**. 
{2) . Advantages 
The vestibule school is considered to be best 
suited to an industry having a constant need for a large number of 
new mn to do one of a few different kinds of jobs. The vestibule 
school has the following advantageS***: 
{a) l.bre efficient use can be made of the in-
structor's time and skills in that he has his students more con-
veniently located and under closer supervision. 
{b) Regular production is less impeded by 
learners who cannot hold up their end of the work. 
{c) The general atmosphere is more favorable 
to learning in that there is not so nmch confusion to the beginner 
unacquainted with machine production. 
(d) Emphasis can be laid upon those phases of 
the work where the learner is weakest without disrupting production. 
(e) Usually instructors more highly skilled 
in the art of teaching are used since they are so located that more 
effective use of their time can be made. 
{f) The vestibule school is well adapted to 
training regularly employed workers for :promotion. 
* 46, p. 270 
** 46, p. 271 
*** 46, p. 271 
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{3) Disadvantages 
The disadvantages of the vestibule school are 
as follOWS*: 
(a) With the passage of time there is a tendena,r 
for the instruction snd equipment of the vestibule school to lag 
behind the actual situation in the shop. 
(b) The emphasis in the vestibule school tends 
to be upon successfUl completion of a task with too little attention 
to the till1'l ele111'!nt involved. 
(c) A retraining period is required on trans-
ferring the employee to the shop in order to orient him to production 
speeds and operating conditions, and this is a discouraging period 
resulting in a he~ t~over of men on Whom the company has already 
spent considerable mone,y. 
b) Company Schools 
There is an increasing tendency for modern industrial 
and commercial companies to establish courses within their organizations 
for the purpose of ~ving specific or general training to selected 
groups of workers already on the job, and this may be done by conducting 
special courses to meet some emergency or to meet the needs of some 
particular group of workerllit*. The purpose of these training courses is 
to fit the employee for larger responsibilities in hie present position 
or in new and different work. The work is organized and placed in the 
hands of a large corps of instructors Who conduct their classes in a 
school building or area completely provided with classrooms, .laborato-
ries, apparatus, and equipment***. 
* 46, 
** 46, 
*** 46, 
p. 271 
P• 272 
p. 272 
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c) Safety 
(1) Importance 
Mana!(ement is responsible for safe world.ng conditions 
and the safety of its workers. The creation of an educational program 
providing for instruction in the prevention of accidents and first-aid 
in case of accidents is necessary. Workers will have better morale 
'When they know that management has adequately provided for their safety. 
(2) Instruction 
The safety instruction material should be presented 
in simple nontechnical terms so that the rank and file of workers will 
understand and can take the necessary precautions against hazards under 
'Which they are working. Various methods, such as the use of lectures 
stressing habits of caution, instruction in the prevention of occupat-
ional diseases, and motion pictures contrasting the right and wrong 
mry of doing a job and illustrating the means of accident prevention 
are some of the devices used to educate empl~es in safety work. 
d) Special Courses 
Managemmt can conduct special courses to met special 
and specific worker purposes and objectives. 
(1) Americanization Courses 
'Where foreign-born workers are utilized, it is 
generally desirable to conduct Americanization Courses in American 
citizenship, English language, American economl.c system, and in 
American industrial practices and principles. 
(2) Personal !mprovement Courses 
Management can conduct courses that will enable 
the worker to improve himself both as an individual and as a worker. 
* 46, p. 273 
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(3) Special Interest Courses 
Managenent can candnct courses that will be of 
special interest to its workers. These will be courses that are of 
particular interest to particul~.r groups of' workers. 
3. Printed Matter end Publicity 
a) lectures 
lectures for worker groups on production and other 
problems facing the group are of great value in training. lectures 
for occupational and worker groups are of value in increasing the 
effectiveness of the work done by' the groups involved. The success 
of the lecture method depends on the speaker's ability to convey 
his ideas and upon the relevancy and intrinsic interest of the 
topics presented. 
b) Conference 
A conference among a worker group is of great value 
in training. It provides for participation and thinking on the part 
of the individual workers. Jtl.nutes end records of the conference 
meetings are made for record and further reference. 
c) Company Paper 
The company paper or house organ can be used effectively 
in training. It can be used to educate workers on a large unlimited 
nuniler of topics. It 1111st be edited in an interesting manner end 
appeal to workers to effectively acquire their attention and interest. 
d) Bulletins 
The company bulletin boards can be used effectively in 
employee training. The notices IIIUst appeal to workers along educational 
and inspirational lines. 
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e) Special Brochures 
The company can issue special brochures to aid and 
stimulate training. These brochures must be :relevant to the training 
program and course of instruction. They can offer printed instruction 
of job techniques, job operations, and job performance. 
f) Motion Pictures 
Industrial 100tion pictures are playing an increasing 
role in educational and training programs. The motion picture iii 
part of the visual nethod of teaching and is thus invaluable. Motion 
pictures can be used advantageously in teaching a worker many complic-
ated processes and operations. Difficult operations and techniques 
can be effectively portrayed by the use of slow-motion pictures. 
g) Radio and Public Address Svste1111 
The radio and public address systems can be used 
effectively as a training aid. It provides a mans of direct contact 
between manafement and workers. 
h. other Agencies 
a) Company Reading Rooms 
The company can maintain reading rooms where workers 
during their spare time can read material pertaining to their train-
ing and education. These reading rooms must be supplied with material 
currently relevant to the training program. 
b) Company Librar.r 
Most large companies keep modern and up-to-date 
libraries. These libraries can serve as aids in the companies training 
program. The company librar,r can contain books and printed matter 
pertaining to the company's training program. References can be made 
to these books and training data. 
c) Schools and Colleges 
(1) Cooperation 
Public schools, trade schools, colleges, univer-
sities, and other special schools are always willing to cooperate 
with companies and aid their training prograne. Companies can obtain 
direct information, advice, and assistance from these schools. 
(2) 5pecial Courses 
Most schools and colleges offer special courses 
which are of general and specific value in individual and worker 
training. 
(3) Facilities 
The special facilities and laboratories of schools, 
colleges, universities, and technical institutes are available to 
aid companies in their industrial and training progralll8. 
(h) Night Schools 
Night schools are of value in aiding the training 
of individuals and workers. Workers employed during the dq-time can 
secure general a.nd specialized training during convient evening hours 
without disrupting their dqtime activities. 
d) Correspondence Courses 
Workers who cannot attend dq-time and evening schools 
can receive valuable instruction and training from correspondence courses 
and schools • 
5. Apprenticeship Training 
The modern program for apprentice training calls for a 
predetermined schedule for the apprentice, and the present pian is 
designed to provide a broad training in the various aspects of the 
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particular trade and not keep the learner for too long a period as 
a worker at a low rate of~. 
6. Symposium and Round Table 
The symposium and round table is an effective aid in train-
ing. The main advantage of the symposium and round table is that 
workers and trainees are able to state and interchange their attitudes 
and opinions. 
* 46, p. 282 
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XI TRAIRlBG OF SUPERVISORS AND EXECUTIVES 
A. Training Fore1111111 
1. Foremen's Functions and Responsibilities 
a) Training 
In modern present daF industr,r, the responsibilities 
of the foreman are focused upon three important phases of plant 
organization which are human relations, production, and training. 
The foreman through the exercise of good supervision can help develop 
the worker, improve plant morale, and improve the quality of work-
manship. The foreman must know how the worker learns. The foreman 
must know the rules of the learning process, and he ll!llSt have a 
knowledge of good teaching methods. It is necess~ that the foreman 
be trained in good teaching methods. 
b) Production 
(1) Standards 
It is important that fol'8JIIell be trained in the 
meaning, uses, and benefits of standards. The establishment and 
maintenance of standards is a definite responsibility of the foreman. 
(2) Planning 
It is important that the foreman be trained in 
planning because a great deal of planning !lllst be carried out by the 
foreman in his 01m department. 
{3) Quality Performance 
The foreman is responsible for the maintenance of 
quality standards in performance, and it is necess~ that the foreman 
possesses a knowledge of quality standards and that he is trained in 
their maintenance. 
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c) Human Relations 
(1) Plant Morale 
The attitude of workers and human relations have 
a direct effect upon workmanship quality and plant morale. Thus, the 
foreman I!DlSt be trained in human relations with the morale perspective. 
(2) Leadership 
Leadership accomplishes the purposes of the in-
dustrial organization, establishes cooperation, and developes morale. 
Thus, it is necessa:cy that the foreman receive training in leadership. 
2. Selection 
Length of service, loyalty to the compa.ey, and technical 
knowledge of the product cannot and must not be the fundamental basis 
for promotion to the position of foreman, and sentiment. nnst not 
prejudice the appointment to foremanshiP*• It is necessary to select 
candidates for foremanship who excel in peysical stamina, emotional 
drive, and creative intelligence. Uniformity of health, regularity 
in attendance, and the reserve energy necessa:cy to consistent adherence 
to schedules are the fundamentals of reliability necessa:cy to good 
supervision**. Emotions under control, emotional energies that move 
constantly toward the accomplishment. of objectives, stea~ emotions 
that inspire confidence and build faith, and dependable emotions that 
create in the workers a sense of security are all ver,r important if 
the attidude of the workers is to be lll)]ded and directed toward 
harmony, cooperation, and good morale***. 
* h2, 
- h2, 
*- h2, 
p. 73 
P• 73 
p. 73 
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3. Training Courses for Foremen 
a) Scope 
Training courses for foremen should include the 
following!!-: 
(1) Courses concerned rlth the technical skills 
required for the job, such as budget control, standards, and 
planning. 
(2) Courses pertaining to the p,eneral aspects of 
the job requiremnts, such as plant policies, plant organization, 
plant product, labor legislation, and labor relations. 
(3) Courses concerned with the requirements for good 
teaching and good leadership, especially in human relations, teaching 
methods, group talking, conference leadership, and public speaking. 
b) Objects 
The objects of training courses for foremen will 
include the following considerationS**: 
(1) 
(2) 
(3) 
(4) 
(5) 
(6) 
(7) 
(8) 
(9) 
(10) 
* 42, p. 74 
- 42, PP• 74-78 
Foremen as managers. 
Mastery or the human elamnts. 
Selection--hiring, transfer, and promotion. 
Training--habit building. 
The role of good teaching. 
Maintaining the interest of the worker. 
Establishing and maintaining good performance. 
leadership. 
Cooperation. 
Planned production and supervisory cooperation. 
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improvement. 
(11) The need for good housekeeping. 
(12) The spirit of the shop. 
(13) Security. 
(11) The basis of' dynamic foremanship. 
(15) Managerial foremanship-the program for self 
c) Importance 
It is important that basic training courses for foremen 
be general to give foremen a broad general background of foremanship 
and supervision. Also, training courses for foremen nnst include 
special and specific subjects directly pertaining to the particular 
foremanship situation. 
B. Training of Executives 
1. Importance 
The tremendous expansion of business and industrial organ-
ization and the increased complexities of mana'(ement makes executive 
training necessary. Also, the important duties and responsibilities 
of executives makes traininr: necessary. 
2. Objects 
The object of the executive training program will be to 
enable the executive to more effectively perform his present position 
and duties, and also, to prepare the executive for an advanced position 
ldth new duties. Executive training can also prepare the executive 
for additional duties and responsibilities. Another object of executive 
training is to prepare the executive for spacial purposes and 
requirements. 
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3. Organization of Executive Training 
The size of the organization, the objectives behind the 
training program, the over-all organizational philosophy, and the 
interests of the major executives determine the place of the training 
program in the organization*. 
a) Responsibilijl 
The responsibility for the executive training program 
belongs to high-level lllln8gement operating officers. It is desirable 
and necessary to have advisory, staff, and fUnctional assistance. 
4. Methods 
The objectives behind a particular training program will be 
a major determinant of the training method adopted. 
a) Underetud;y System 
The trainee is made an understudy to the executive 
actual:cy- performing and doing the work. The trainee will be taught 
the tasks, duties, and functions of the job from the executive 
actual:cy- performing the job. The understucl;y system is vrell adapted 
to training a few men who have been careful:cy- selected for their 
special positions**. 
b) Utility Squadron 
The utility squadron consists of a group of men 
trained to perform various executive jobs throughout the organization. 
The utility squadron is used to train executives for various tasks 
with no expectation of promoting or appointing them to specific or 
particulex executive positions. This eliminates the necessity of 
carrying excess executives and prevents bottlenecks in executive 
positions and areas. The ·utility squadron guarantees that trained 
* 46, pp. 290-291 
** 46, P• 294 
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executives are always available. 
c) Departnental Internship 
The departmental internship is a modification of the 
utility squadron. Instead of being trained for a variety of jobs 
in various departnents, the trainee is assigned to one department. 
The trainee has to leam the executive jobs in that departnent before 
he is assigned to another department. Usual~ the executive trainee 
stay-s with on~ one departnent and is available for that departnent. 
d) Lectures 
Lectures for executive training groups and trainees 
on job performance, duties, and responsibilities are of great value 
in executive training. Usual~ the lecturer is an important executive 
of the compaey who knows a great deal about that type of executive 
work. 
e) Movies 
Movies can be used for imparting information to the 
executive trainee. Movies can give the executive trainee an over-all 
picture of the compaey operations, processes, and policies. Jlovies 
can also show the effective and complex operations and performance of 
particular jobs. 
f') Syn!posiums and Seminars 
The symposium and seminar is an effective aid in 
training executives. The main advantage of the symposium and seminar 
is that the executive and trainee can state and interchange their 
attitudes and opinions. 
g) Correspondence Courses 
Correspondence courses have not been used very exten-
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sively in executive training, but their use is beginning to increase. 
Correspondence courses can furnish specific and additional information 
to executive trainees, and thus, will be of indirect value. 
h) Committee Service 
Some business and industrial organizations operate 
service committees to aid and assist in executive training. These 
committees consist of company executives who are chosen to assist 
in the direction and operation of executive training programs. 
i) Compaw Schools 
Some of the larger business and industrial organizations 
operate permanent company schools to develop and train executives. 
These schools are in operation at all times, and they aid and assist 
in the development and training of executives and executive trainees. 
j) Schools and Colleges 
Outside schools and colleges offer courses of instruction 
that aid in executive training and development. Especially effective 
are the special managerial and executive training courses offered in 
the evening sessions of colleges, universities, and technical schools. 
This enables the executive trainee to be effectively employed in the 
dq-time, and he can receive special instruction and assistance evenings. 
5. Content of Executive Training Courses 
The content of executive training courses should be such as 
lllllY' reasonably be expected to meet the needs of the organizati0%1*. 
The content of the executive training courses should meet the general 
and specific needs of the executive trainee. 
* L.6, p. 298 
6. Special Problems and Considerations 
a) Tiue for Conducting Conferences 
It is usually advantageous to hold training conferences 
on company time. Holding training conferences on company tine gives 
importance and emphasis to the training conference, and it is not 
regarded as an extra activity encroaching upon the executive trainee's 
tine. Weekly conferences are more favorable because they are more 
systel!Btic and hold the interests of the executive trainee. When 
training conferences are held too far apart, they lose their effective-
ness and importance. 
b) M:l.x:i.ng Executives of Various levels 
It is debatable whether nen of different executive 
levels should be mixed. lti.nor executives may fear and hesitate to 
express themselves freely in the presence of their superiors. However, 
minor executives can benefit from the experience of superiors, and 
superiors can benefit from the freshness, enthusiasm of minor and newer 
executives. 
c) Size of Training Group 
The method used in the training !(rOUP largely determines 
the size of the training grouP*• 
d) ~asuring Kf'fectiveness of Training Program 
The survey of training needs and requirements made before 
the training program serves as a means for measuring the effectiveness 
of the training program. Executive morale, executive performance, 
executive suggestions for improvements, and executive grievances serve 
as a basis for measuring the effectiveness of the executive training 
program. 
* 46, p. 301 
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e) Cost of Executive Training 
It is p:eneral)y agreed that the cost of extablishing 
and maintaining an executive training program is less than the cost 
of not having and maintaining an executive training program. 
f) other 
Consideration l!lllst be given to all general and special 
problems pertaining to each particular executive training program. 
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m TRAINiliG FOR LEADERSHIP 
A. leadership 
1. Definition 
A leader is a person whom people are willing to follOW*. 
leadership is the sum total of the capacities of a lmman being so 
fused as to handle all kinds of complicated situations in such a 
way as to bring about constructive solutiOilll'll*. leadership includes 
the whole entire man himself, who indicates by what he does that he 
has the physical stamina, the emotional drive,. and the creative 
intelligence to meet the problems of industry successful~. 
2. Importance 
Wise leadership is important to harm:>nious lmman relations 
in aey group that is attempting to work together. In every group 
leaders are needed, and they eventuall;y emerge. Desirable and worth-
ful action and not intangible virtuous qualities will determine 
whether an individual is capable and possible of leadership. 
3. How leaders Emerge 
a) Need Exists 
A leader will usuall;y arise when a need for him exists. 
Every group needs a leader to guide, direct, and command it so that it 
can accomplish its goals, objectivas, and purpOses. 
b) Trial Period 
Next comes the trial period when several individuals 
attempt and contend for leadership. 
* 43, P• 589 
** 42, p. 136 
*"* 42, p. 136 
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(1) Several Tentative lsaders 
During the trial period there are usually several 
tentative and possible leaders. 
c) Emergence of Single Leader 
Final']y, the single leader emerges. He emerges as the 
true leader. The single leader that emerges is usual~ the most able 
and capable of the tentative and possible leaders. 
4. Requirements for Successful Leadership 
a) Understanding 
The successful leader will have understanding. He will 
be able to understand people, events, situations, and circumstances. 
(1) Concern 
The pood leader will have concern for workers 
and people as a whole. 
b) Self-reliance 
The good leader must have self-reliance and the abilit,y 
to stand on his own feet. Under self-reliance comes the following 
qualitieS*: 
(1) Self-confidence and courage of convictions. 
(2) Emotional stability. 
(J) Courageous']y taking on and facing of his 
obligations and responsibilities. 
{4) Unprejudice and impartial. 
c) Like People 
A true leader must like people. He must like to be 
with and to work with people. He must like to help and inspire people. 
* 42, p. 137 
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d) Dynamic 
The successful leader must be dynamic. Some character-
istics of a dynamic leader are as foll01f5: 
(1) The will to get things done. 
(2) Showing of a strong liking for action. 
(3) Handling of difficult situations positively. 
(4) Energizing of those under him. 
e) Claritf of Self Expression 
The successful leader 1111st have the ability to express 
himself clearly and distinctly. He must have the ability to put over 
his ideas force:f'u.lly before workera, associates, and superiors. He 
must possess an adequate working vocabulary and be able to speak 
before groups. 
f) Constructive and Creative Thinker 
It is necessary that the successful leader be a con-
structive arrl creative thinker. F..e must be able to keep abreast of 
changes and if possible see ahead of them. Some attributes of con-
structive and creative thinking for the leader are as follows**: 
(1) Quick adjustment to changing plant conditions. 
(2) Planning and organization of his work. 
(3) Developing of new ideas and new methods. 
g) Develop Subordinates 
The true and successful leader will have the ability to 
develop those under him. He must have the ability to develop their 
qualities and abilities and to help them accomplish their highest 
possible attainments. 
* 42, p. 138 
** 42, p. 139 
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h) Good Personality 
The true and successfUl leader must possess a good 
personality. He must possess all of the desirable character traits 
that makes an individual effective, successful, and great. 
i) Sense of Humor 
The successful leader most always possesses a good 
sense of hllllk>ro When a leader can bring out the :t'unny and hllllk>rous 
side of a situation, it makes workers laugh, and in so doing, it 
breaks up tension and causes nerves to relax. 
B. Training for leadership 
1. Public Speaking and Group Talld.ng 
The prospective leader should be trained in public speaking 
and group talking. When the leader is trained in public speaking and 
group talking, he will learn how to overcoma fears and to gain self-
confidence*. A course in public speaking and group talking teaches 
the student how to plan for a given result and to gain it, and they 
acquire the ability to become objective and thoroughly aware of their 
listenel'B**. 
2. Conference leadership 
The prospective leader should be trained in conference 
leadership. Training in conference leadership enables the trainee 
to plan, conduct, and lead the conference. 
a) Conducting of Group Meetings 
Training for conducting of group meetings and chairman-
ship includes planning a meeting, defining its objectives, and the 
development of the necessar,r procedures to accomplish the Objectives; 
* 42, p. 142 
** 42, p. 142 
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and this training causes the student to appreciate the differences 
in individuals, the importance of harmony, the importance of cooper-
ation, and provides training in the techniques for handling difficult 
situationst-• 
.3. Planning and Organizing 
Each leader must be taught that his work must be planned 
with the same thoroughness as the over-all plan of the organization. 
He must gear into the master plan or the whole chain of operations 
is broken and ineffective. Training in planning and organization 
instils in the student a sense of orderliness and organized thinking, 
and it makes him tine-conscious and procedure-conscious**. This 
training equips the trainee to select more accurately special workers 
for special jobs and to deputize responsibilities in a more organized 
~ when changes arise as a result of emergencies or rush orderS***. 
4. Handling Specific Situations 
A prospective leader must be trained in situation analysis 
and the handling of specific situatione. The leader rust be trained 
to recognize sources of friction and tension quickly, and he must 
be taught how to remeqy and alleviate these situations. 
5. Executive Reading 
Most executive and leadership training courses include 
executive reading programs. 
a) Reading for Leadership 
Executive and leadership reading carries the trainee 
into new areas of thinking and into new and more objective methods 
and procedures. 
* 42, 
** 42, 
*** 42, 
pp. 142-14.3 
p. 14.3 
P• 14.3 
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6. Fundamentals of Teaching 
The prospective leader must be taught the fundamentals 
of teaching. He must be trained in how to explain, show, and instruct 
his workers. 
7. Report Writing 
The leader will always have to make aut reports on his 
activities and accomplishments. It is necessar,r that the prospective 
leader receive instruction in report writing. Instruction in report 
writing should deal primarily with organization of material, tactful 
expression, accuracy in factual content, and orderliness of present-
ation*, The effect upon the trainee of training in report writing is 
objective thinking, originality, and the use of good vocabulaJ:'Y'**. 
8, Seminars and SympoSiUIIIB 
The leader must be trained in the value and conduct of 
seminars and symposiulllB, When the leader participates in seminars 
and symposiums, he gives forth his opinions and ideas, and he also 
receives the opinions and ideas of others. 
* 42, 
** 42, 
P· luu 
P· 144 
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mi TRAINING FOR BETtER PERFURJIANCE 
A. lleaning 
Qte of the main reasons for training a worker is to enable 
the worker to perform his job better. A criterion of job performance 
or a measurenent of job performance is a performance standard. A 
performance standard is an acceptable way of performing or doing the 
job. lrany believe that a performance standard is the average or 
only right way of doing the job. There is actually more than one 
right wgy of doing a job, and some workers that do not perform a 
job in the avera"e manner actually do it better. Thus, a performance 
standard is an acceptable way of performing or doing the job. 
B. Importance 
Performance standards are important in securing better 
workmanship and better labor-managenent relations. A training course 
in performance standards is always beneficial. It is important to 
secure the assistance and cooperation of both workers and management 
when setting standards. 
c. Standards 
1. Importance and Role 
Standards are a basis for measurement and a criterion of 
job performance. There is an increasing use of standards of job 
performance. 
2. Ji3aning 
Standards are the acceptable way of doing things. Accept-
able in that the job is performed with the least effort, in the 
shortest period of time, and with the lowest cost. Standards are 
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units of measurement that check actual performance av,sinst planned 
performance*. 
3. Use 
By the use of carefully determined standards for both 
quality and quantity, it is possible to measure almost all of the 
activities within a plant. Through the use of standards it is 
possible to place responsibility upon each supervisor to see that 
the standards for activities within his department are met and 
complied with. 
L.. Benefits 
Standards have the following benefitS**: 
a) From practical experience a worker may be able to point 
out certain details or an operation important for consideration which 
otherwise would have been missed. 
b) Ylhen workers feel that standards are a policing tool, 
management loses an opportunity for cooperative effort which leads 
toward good performance and better human relatiO!ls and morale. 
c) If workers are trained in the use of standards and are 
provided with incentives to improve them, they will suggest improve-
ments. This also contributes to better human relations and morale. 
d) Costs are reduced when a worker has an active interest 
in reducing them and knows he will benefit by their reduction. 
e) When workers participate in the setting of standards 
of good performance, they have a feeling of responsibility toward 
maintaining those standards. 
* 42, p. 82 
** 42, p. 85 
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f) Workers usually are antagonistic to time and motion 
studies and standard times, They are .considered by workers as 
tools for speed-up. Obtaining the workers 1 cooperation in the 
setting of standards usually dispels llDlch of this adverse feeling, 
and the workers tend to develop an understanding of the correct 
purpose and value of standards, 
5. Measurement 
When measurement of actual happenings are placed against 
scientifically prepared standards, a much closer control is possible. 
These standards represent what the operating conditions of the plant 
should be in terms of costs, volumes of output, and qualities of 
product, They provide a definitely known objective and a goal of 
achievement for the plant supervisors to attain, 
6. Training 
The proper setting of standards should embrace the f'ull 
cooperation of supervisors, foremen, am workers' representatives, 
joined with the planning department, through the medium of a con-
ference; am only as foremen and Trorkers 1 representatives partici-
pate in the setting of standards will their interest and desire to 
achieve reach the highest level in actual performance*, Then a 
training program can be devised to meet these standards, 
7. Variance Ana1ysis 
a) Importance 
Variances are detours from standard performance!!*, 
Variances should be detected and recognized at once, If they are 
unfavorable, they should be corrected as soon as possible, 
* 42, 
** h2, 
p. 84 
P• 85 
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b) Exception Principle 
When standards exist throughout the plant, attention 
is centered only on the sub-standard activities, and this is known 
as the exception principle*. Foremen, supervisors, and executives 
are concerned with having these sub-standard activities corrected. 
D. Training in Cost Standards 
1. Responsibility of Forelllln 
A foreman should be made responsible only for those costs 
over which he has complete control. The first step of foreman train-
ing in cost control is to make him conscious of the costs that ars 
his to guide, control, and improve; and the second step is to make 
him realize, through careful training, the advantages that come 
through operating his section as if it were his own businesS**. 
Controlled operations within definite cost standards make for 
good performance, effective management, and good morale. 
2. Behavior of Costs 
The actual learning of how costs behave is not difficult. 
Knowing how costs behave gives the supervisor an insight into 
operations that are of the greatest importance in reducing costs 
and gaining effective control and mastery of costs. When you train 
a f'oreman to know how his costs behave, you train him to control 
and decrease his costs. 
3. Flexible Budgets 
The use of flexible budgets is relatively new. The use 
of' fiexible budgets is developing. Costs are flexible and change 
p. 86 
PP• 88-89 
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with different levels of production voluDB. The foreman should be 
trained to understand these flexible budgets and how costs change 
at the different levels of production volume. 
h. Overhead 
Standards for overhead expenses have not been developed 
as extensively as labor and material standards. Overhead.expense 
today is becoming the dominant ele1111nt in manufacturing costs. 
Forei!Bn and sUpervisors rust receive specific training in overhead 
cost control. 
E. Training For Quality- Standards 
1. Quality Standards 
Quali o/ performance neans fine performance 1 re.t'le cting 
excellent workmanshiP*. When high quali o/ is accomplished, it brings 
to the worker pride or workmanship, self-esteem, and high morale. 
A worker careful4' trained by a supervisor insisting on high-quality-
performance seldom goes back to slipshod inferior production, and 
if he does, he has a feeling of guilt and loss of self-respect which 
he tries again to recover by improving his quality. Training for 
quality should never be relegated to secondary importance, and there 
is a fineness about quality performance .t'ar beyond the measurements 
in dollars and centS**. 
2 •. Training Methods 
Since the present day industrial system tends to deyV 
pride of accomplishment becoming .t'elt by the worker and known to 
associate workers and supervisors, we irv.st develop weys and means of 
portreying fine quality to the workers, and train them to desire 
* 42, 
** 42, 
p. 96 
p. 97 
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and accomplish quality performance and production. 
a) High Quality Attainnent 
The "WOrker nmst be effectively trained to attain 
the highest degree of quality performance and product. 
3. Inspectors 
Insnectors when they reject 1r0rk because of poor quality 
can be a source of much antagonism, resentment, and cause a nev,ative 
reaction among workers. To Prevent this, inspectors can objectively 
show the workers the poor quality work. When the inspector does this, 
he enables the worker to analyse his poor quality work, take a positiVe 
attitude, take measures to improve his work quality, and improve his 
morale. 
h. Spoiled Work 
Spoiled work is usually an indication of poor training. 
After the workers have objectively analysed their spoiled work, the 
worker along with his supervisor mnst analyse his performance. After 
the weaknesses of performmce have been determined, corrective and 
retraining steps nmst be taken by both the worker and his supervisor. 
~'>'hen the worker has improved the quality of his performance and work, 
there will be less spoiled work, and the workers morale will be higher. 
F. Training For Time Standards 
1. lleaning 
Time standards as a whole increase the speed of production. 
The uses of time studies in industr.r are for orie, the timing of the 
motions of an operation in order to find the best and safest one to 
be followed; two, providing the means of analyzing the elements of an 
operation so as to spot the deviations from the standard times; and 
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three, as a basis of incentive payments to workers. 
a) Performance 
The standard-time performance is the shortest or 
acceptable period of time necessary to do the work or perform the 
fUnction or job. Sub-standards are detrimental deviations from 
the shortest or acceptable period of time. 
b) Portr5fing Performance 
Portra:ving to management hOW' the worker is doing in 
the w~ of speed of performance is necessary and desirable. This 
can be accomplished by keeping a record and making a report of the 
worker's time performance. This report can be compared with time 
standards. Deviations from standards can be detected, and training 
can be undertaken to improve time performance and eliminate these 
deviations from 13tandard. If the worker performs the operation in 
a shorter time than the standard, training will probab]y not be 
necessary. When the worker improves his time performance and 
eliminates negative deviations from standards, his morale will 
probably be improved. 
G. Morale 
When the worker is enabled to properly understand standards 
and their ob,iectives and purposes, he will tend to lose his antagon-
ism toward them. When the worker is trained in improvine; performance 
and in meeting the requirements of cost, quality, and time standards, 
his morale will be improved. His meeting of the standards will be 
evidence of his progress, and thus, improve his mrale. 
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A. Importance 
XIV CRITERIA AND EVALUATION OF A 
TRAINING PROORAJl 
After training or completion of the traininF: program, 
it is necessary for management to review the results of its training 
program and to evaluate the training program and its results. Manage-
ment can use the results and accomplishment of the training program 
as a criterion of the training program. 
B. Manasement Considerations 
1. Ct>jectives 
Management must review the objectives and purposes of its 
training program. This is the first step in the evaluation of a train-
ing program. 
2. Results 
Next management must ascertain and determine the actual 
results of its training program. Management must determine what the 
training program actually accomplished. 
3. Degree of Accomplishment 
Management now can check the results and accomplishment of 
the training program against the objectives of the training program, 
and thus, determine the degree of accomplishment of the training 
program. Degree of accomplishment of ths training program is the 
extent that results of the training program accomplish objectives, 
or how effectively the results have accomplished the objectives. 
C. Individual 
1. Personal 
The personal considerations are status and role. 
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a) Status 
If the training program and its accomplishments have 
enabled the individual worker to increase his status in the industrial 
organization, it has been successful. A traininp, program is successful 
llhen it enables the worker to gain a promotion and increase his status. 
b) Role 
If the training program and its accomplishments has 
enabled the individual worker to better perform his job role, it has 
been successful. A training program is successful when it enables a 
worker to more effective~ perform his job. 
2. Psychological 
The training program has been successful if it has enabled 
the individual worker to satisfy his psychological needs for security, 
recognition, affection and favorable regard, and change and promotion*. 
3. Occupational 
The training prop,ram has been successful if it has enabled 
the individual worker to more effectively meet the requirements of his 
job or occupation. If the worker has gained a higher degree of 
occupational proficiency, the training program has been successful. 
h. Society 
The training program has been successful if it has enabled 
the individual worker to more effectively know and perform a job or 
occupation and thus increase his value to society. Society benefits 
when it has a ful~ trained worker. 
5. Morale 
The training program has been successful if' it has increased 
the morale of the individual workers and the working group. When 
l< 3, p. 130 
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training has enabled the individual workers to more effectively per-
form their jobs it has increased the relation of equilibrium between 
individuals and the organization in Which they work, and thus, has 
increased morale. Training has increased morale when it enables the 
workers to more effective~ perform their jobs and increases cooper-
ation among the working group. 
D. Society 
1. Industrial Society and Environmant 
An individual can either change his environment to neat 
his requirements or he can adapt himself to meet the requirenents of 
his environment. When training enables an individual to better adapt 
himself to neat the requirements of his environroont or even to change 
his enviromrent to meet his requirenents, it has been successful. 
A successful training program will enable the worker to effective~ 
meet the requirements of his industrial society and environmant. 
E. Retraining 
1. "When 
After the degree of accomplishment of the training program 
has been determined, it is now possible to determine the shortcomings 
of the training program and to decide the amount of retraining necessar,y. 
2. Necessity 
As soon as the amount of retraining to overcome the short-
comings of the training program has been determined, the retraining 
should begin. The retraining is corrective. It is intended to correct 
the shortcomings of the original training program and to complete the 
objectives of the original training program. The retraining should 
begin as quickly as possible to prevent the formstion of bad habits and 
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wrong methods of performance acquired from the original training. 
3. Degree 
a) Whole 
Sometimes if the original training program was in-
adequate and w:i.thout accomplishment, the retraining will include 
and cover the whole program. This is seldom necessary because the 
original training usually is partially successful. However, when 
the .i ob or technique has completely changed, whole or complete re-
training is necessary. 
b) Part 
-
Usually, part of the original training will have to 
be retrained. Retraining will correct that part of the original 
training that was defective, and it will complete the requirements 
of the original training program. Retraining will accomplish the 
additional results that the original training program failed to 
accomplish. 
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XV LABOR TURNOVER 
A. Basic Considerations 
1. High Cost of Labor Turnover 
The cost of labor turnover to industrial organizations and 
business enterprises is very high. It is generally agreed that 
the cost of labor turnover is more expensive than the cost of pre-
venting and overcoming the causes of labor turnover. 
2. Causes 
The causes for leaving a business establishment vary with 
the department, sex, time of year, and with the t,rpe of business or 
industry. Lack of ability, dissatisfaction with pa;y, indaequate 
supervision, inadequate guidance, d011estic reasons, and inadequate 
training are also major causes for labor turnover. Lack of job 
satisfaction and difficulties involvinr, personality traits and 
character traits of workers are also causes for labor turnover. 
There are no one or two universal and all-ili!JlOrtant causes for 
separation and labor turnover*. 
3. Measurement of Labor Turnover 
The particular interest of the psychologist is to deter-
mine the objective and subjective conditions which create high labor 
turnover and to discover whether or not separations are lowering the 
quality of the permanent working force**. Individuals react to 
different factors in the job situation, and it is important for 
prudent management to determine the particular factors which cause 
* 14, p. 371 
** 27, p. 386 
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and influence the resignation of the most desirable employees. 
B. Specific Factors 
1. length of Service 
An analysis of turnover in terms of length of service is 
very revealing. Even when turnover is high a large proportion of 
the employees 8re stable. A minority is constantly nuctuating 
so that the same positions must be filled repeate~. ·The relation-
ship between turnover and length of service constitutes a very 
strong arguement for seniority rewards. There is a moving labor 
supply which is responsible for most of the expense of hiring and 
training. Some of this unstable labor supply is unemployable. 
Another part of this unstable labor supply is movinp, about from job 
to job trying to find work which sUits the interest and ability of the 
individual. Vocational guidance in public schools would do much to 
orient some of the individuals responsible for this nuctuation, and 
proper selection methods would do much to eliminate a good deal of 
the hiring of misfits. 
2 • .!2 
Age is an important factor in the consideration of labor 
turnover. The following tabulation effectively swmnarizes age in 
relationship to labor turnover*: 
Figure 1 Age In Relationship To Labor Turnover 
* 27. p. 366 
Youth - high turnover 
40 to 45 - higher turnover 
45 or over 
Over 50 
- high turnover, but slackens 
- lower turnover 
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3. Intelligence 
A job which is too difficult will be a constant strain for 
the individual with insufficient intelligence, and he will be forced 
to leave or he will be dismissed. Highly intelligent individuals 
leave if there are no opportunities. However, highly intelligent 
individuals do not leave if they are promoted and receive pay raises. 
It is a good personnel policy to fill positions requiring greater 
responsibility from within the organization. This is a recognition 
of the individuals intelligence and capacity, and it will aid in 
the elimination of labor turnover of highly intelligent workers. 
4. Sex 
In general, there is a tendency to promote intelligent 
individuals more rapidly than less-intelligent ones, but this re-
lationship is more marked for men than for women*. labor turnover 
is hircher among women than among men in most cases. 
5. Relationship to Job Complexity 
Since the relationship between intelligence and turnover 
varies for different jobs, job complexity is an important factor 
in causing people of low and high intelligence to show different 
degrees of dissatisfaction for the same jobH. Ylhen the job is 
complex, highly intelligent individuals do not leave. Individuals 
of lower intelligence leave when the job is complex. 
6. labor Policy 
High wages will compensate for some grievances and 
dissatisfaction, and thus, will deter and prevent labor turnover. 
Vlhen a compaey establishes good labor policy and offers good working 
* 27, 
** 27. 
p. 390 
p. 395 
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conditions, security, retirement allowances, insurance benefits, and 
other benefits, there is a great reduction in its labor turnover in 
most cases. 
7. Empoqee-Manageimnt Relations 
When a conrparw maintains good employee-management relations, 
labor turnover will be considerably reduced. When a company recognizes 
and justly settles grievances and other disputes, it takes a major 
step in the establishment of good employee-management relations and 
in the reduction of labor turnover. 
c. Inadequate Training Cause of Labor Turnover 
Inadequate job training is a very important cause of labor 
turnover. When the worker has not received adequate job training, 
he is less effective in job performance, becomes dissatisfied, and 
is a good candidate for labor turnover. Adequate job and personnel 
training will do much to eliminate and reduce labor turnover. 
D. Labor Turnover Analysis 
Labor turnover is an expression of dissatisfaction. An 
analysis of labor turnover can be used as a method of determining the 
nature of employee needs and desires. In order to follow the democratic 
Imthod of leadership, it is important to satisfy the needs that exist 
in a given working population, rather than to offer incentives vffiich 
satisf'y hypothetical needs, or needs ~dch employers believe should 
exist*. Labor turnover analysis will expose the nature of the existing 
needs of various groups of employees, even when the employees are un-
conscious of their nature and are unable to verbalize them. By having 
employees vote on whether or not they are satisfied with their jobs, 
it is possible to detect the presence of potential turnover. This is 
* 27, p. 400 
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a delicate instrument for detecting potential turnover. 
E. Mora.le and Turnover 
Usually morale is never high or favorable when there is 
a large amount of labor turnover. Elimination and alleviation 
of labor turnover will do much to effectively increase morale. 
Adequate training of workers 'l'lill do nnch to prevent job dis-
satisfaction, eliminate labor turnover, and improve morale. 
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XVI TRAlNING IN HlJJIAN RELATIONS 
A. Significance and Importance 
Training in human relations is a very important aspect of 
training. Many people believe that the training that builds better 
human relations in industry is the crux of the entire training problem. 
Training in human relations is concerned with the shaping of industry 
to meet the needs, aspirations, and hopes of the workers; and the 
thinking and practices of modern supervision nnst be directed and 
ba.ri!Dnized with the wants of the workers if aey permanent and sat-
isfactory human relations are to be built*. In every plant there 
exists a prevailing custom or tone toward which workers will conform, 
and if this prevailing custom is high, workers and supervisors will 
tend to rise to that level; however, if it is low, the reverse is 
true**. 
B. Plant Morale and Human Relations 
1. Importance of Plant Jlorale 
Individuals are not giJ.ided by reason, and training must 
consider the feelings and emotions of individuals. Prudent super-
visors will make use of those methods and incentives that make for 
self-confidence, self-respect, satisfaction, and advancement of the 
worker. Supervisor's efforts must be directed to focus all these 
feelings towards fine individual performance and good human relations. 
Those tendencies which restrict or block the feelings of the worker 
must be eliminated. Adverse compaQy rules, regulations, and practices 
* u2, P· 12u 
** u2. P· 124 
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must be modified and corrected •. When nethods that develop morale 
are substituted for discipline, the result is that the worker, his 
job, and management are v~lded together into a unit which makes itself 
felt in the field of human relations and labor relations and also 
contributes effectively and favorably to the compar('f'S economic 
security in the field of competition*. 
2. Prop!lr and Accurate Selection 
The selection and emplqyment practice is closely linked 
with the morale of the worker. The empl.a,ee gets his first impressions 
of the compar('f from the ma.rmer in which he is met by those in charge 
of emplCJY!!ent and by the manner in which he is introduced to his job. 
First impressions are lasting and they exert a strong influence. The 
feelinp:s of the worker become antagonistic or cooperative, partic-
ularly during the learning period, by these earlier contacts with 
managenent.H. It is important to kncm the aptitudes, skills, and 
fundamental driving interests of the potential worker when hiring. 
3. Job and Plant Instructions 
Job and plant instructions are important in connection with 
morale. Too little consideration is given by supervision to the 
reactions of the worker as to what is written and said to him. It is 
necessary to give more attention to the difference between written 
and spoken instructions when giving instructions to workers. From 
the morale viewpoint, unpleasant instructions or instructions dealing 
with unpleasant things often are better conveyed by word-of-mouth 
through the foreman because through the voice and the application of 
a little tact the shock or sting can be softened***• It is usual:cy-
* h2, 
** h2, 
*** h2, 
pp. 125'-126 
p. 126 
P• 127 
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better not to use oral instructions where instructions are complicated 
and where important things are to be remembered. VJbenever written or 
oral instructions create confusion, resentment, fear, or other un-
desirable reactions, morale is undermined and lowered. 
4. Recognizing the Worker's Individuall.t.f 
Consideration of the feelings and particular make-up of the 
individual worker raises work interest, eliminates a great deal of 
friction and irritation, and increases oorale. Every individual has 
a large aJJDunt of pride and self-esteem, and it is expressed in a 
close personal relationship between individuals and things. The 
objective of personalizing the worker's equipment and working place 
is to keep in the foreground of the worker's mind that he is not a 
mechanical part of the plant but a human being and a vital, creating, 
and contributing part of the organization*. This prevents the worker 
from becoming an equipment number in his own mind, it appeals to 
those motives which make hilt a constructive member of the working 
group, and. it usually improves his l!IOrale. 
5. Concernment with the Worker's Dai]z Lite 
The worker carries the plant into the home and the home into 
the plant. There is no sharp division between the work-life and home-
life of the individual. The desire to talk about personal or home 
problems while at work is so strong that it has the force of an in-
ternal drive, and as a driving force it must not be overlooked by 
supervisorBil*. Supervision that makes constructive use of these 
personal interests is usually able to build effective and high I!!Orale. 
* 42, p. 128 
** 42, P• 129 
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6. Recognition of Ability and Personal Worth 
Compliments, praise, and commendation should be used honestly 
as actual tools in the carving and shaping of worker attitudes toward 
themselves, their jobs, and managemen't*. The building of self-esteem 
within a worker is the top stone of good training**. 
7. Hearing of Grievances and Complaints 
Training in the hearing of complaints and grievances will 
develop and improve morale. When complaints are satisfied and prevented 
from becoming grievances, when grievances are rectified aoo prevented 
from becoming grudges, morale will be greatly improved. 
a) Prompt 
It is important that complaints and grievances be beard 
and settled as quickly and promptly as possible so that IIDrale will 
not be undermined. 
b) Fair 
Complaints and grievances must be settled impartially 
and fairly to prevent morale from becoming undermined. 
8. Suggestions arxl Improvements 
The intellif(ent worker usually discovers an improved Tray of 
doing his work, and he has sincere suggestions of improvement for the 
company. There is no better test of the breadth and good training of 
a supervisor than his attitude toward suggestions coming from workers 
in his section, and he must never lay claim to them but must always 
build up those originating the idea**. l'lhen the worker Jmows that 
his SUf(gestions are aclmowledged and regarded, his morale will usually 
be hir,her. 
* 42, p. 130 
** &2, P· 131 
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9. Overcoming . J.!onotoey and Fatigue 
Monotony and fatigue are major causes of accidents, work 
spoilage, and poor morale. It is necessary that supervisors receive 
training in the analysis of operations in their departments; the 
detection of monotony and fatigue; and how to provide rest periods, 
shifts in operation, and work change so that monotony and fati~e 
will be prevented and relieved and not undermine morale. 
10. Attitudes 
When workers enter training their attiturtes are usually 
uplifted. '!'hey usually feel that they are gaining knowledge and 
will advance. Training usually causes an up-tone of attitudes. 
a) Training 
Training is thus a dynamic force liftino: the tone 
of the entire plant and inevitably leads to the highest t1~ of 
plant morale*• 
b) Upgrading 
When the successfUlly trained worker receives an up-
grading, advancement, or promotion, he is rewarded for his efforts, 
and his morale is usually higher. 
11. Social Program 
a) Fostering 
It is necessary that management and supervisors foster 
social programs. Social programs include play, recreation, amusement, 
and other social activities. They bring a release from the strains 
of plant and production, a renewal of energy, build goodwill, and 
help establish cooperation. Thus, the fostering of soc;al programs 
contributes much to the development of good morale. 
* h2, p. 133 
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12. Rules and Regulations 
Rules and regulations usually tend to hamper, restrict, 
regiment, and limit. Too many rules and regulations rarely result 
in good I!Drale. 
a) Jr!iniDinn 
Rules and regulations should be kept to a m!.nilllUlll. 
Training well carried out, plus an excellent type of plant morale, 
can be substituted for rules and regulations to an amazing exten'b*. 
c. Labor-Lianageuent Relations 
1. Traininr, of Manageuent 
It is important that manage:rrent lmow and understand human 
relations principles and fundamentals. Foremen and supervisors 
should be trained in an understanding of the fundamental forces of 
human relations, because they will be faced with increasing issues 
in their own organizations as time passes. Through a run, impartial, 
and unprejudiced understanding, industrial. supervisorship will be 
able to cope IIDre intelligently and humanly with the baffling policies, 
conflicts, and divergent opinions that are now coming to the fore in 
labor relationS**. Management and supervision must be trained in the 
understanding and solution of labor issues. 
2. Concept.s of Management 
a) Right of Authority 
Management has the right of a.uthority to direct and 
manape the industrial organization. However, management must not 
abuse this right of authority. Manageuent and supervisors should 
be trained in the prudent exercise of authority in the management 
p. 134 
p. 145 
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of an industrial organization, 
b) Jlarg:!.n of Profits 
The main purpose of establishing and operating most 
industrial organizations is to make a profit and, better still, to 
make a good margin of profit, However, manar.:ement should not be so 
profit conscious that it operates in a manner that is detrimental to 
good employee and labor relations, Vlhen rnanagemmt is considerate 
of good employee and labor relations, it usually makes a larger 
margin of profit. 
c) Competition 
As a whole, competition tends to become destructf'ul, 
Destructf'ul competition results in a demoralization of industrial 
stability, poor employee and labor relations, and poor morale, It 
is desirable that cooperation be supplimented for competition, 
Management and supervision should receive training in the art of 
cooperation, 
3. Government Intervention 
Government has intervened in labor-management relations, 
a) Regulations and Control 
Government has placed retulations and controls on both 
labor and manageroont, These regulations and controls are mainly in 
the form of labor laws, The purpose of these laws is to protect the 
rights of labor, management, and the public, Now it is necessary 
that both labor and management receive training in the understanding 
and application of these laws, especia~y in the area of labor-manage-
roont relations. 
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4. Demands of Organized Labor 
The demands and rights of organized labor are for good wages; 
minimum hours; stead;y employnent; security for old age, sickness, and 
accidents; seniority rights; opportunity for advancement; satisfactory 
adjustment of complaints and grievances; safe and pleasant working 
conditions; intelligent superrlsion; and equality with management in 
industrial relationS*. 
5. Conference Table and Collective Bargaining 
A development and step forward in labor-management relations 
is collective bargaining over the conference table. This is where 
both labor and management bargain collectively over the conference 
table. When arbitration is necessary, the government and private 
arbitrators act as third parties. Collective bargaining and the 
conference table is a step in the right direction, but conflict still 
tends to arise when labor and management are pitted against each 
other to secure the maximum benefits for their respective sides. 
6. Labor Unions 
Labor unions have grown and developed over the past several 
decades. 
a) Place in the Industrial. Structure 
Labor unions have a place in the industrial structure 
in that they put labor on a par with manar,ement. 
1. Union-Management Cooperation 
a) Present 
Up to the present, there were great struggles between 
unions and managerrent. Strikes, pickets, boycotts, lockouts, and 
* u2, PP· lu9-15o 
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* h2, p. 151 
other violent methods were used by each side to buck the other. 
These methods now are used less extensively, but they are still 
detrimentally in use, and they are very harmful to morale. 
b) New Procedures 
Cooperation and new cooperative procedures are de-
veloping in labor-management relations. Soat of the newer tools 
or cooperation are as follOWS*: 
(1) There is a recognized "Bill of Rights" covering 
both parties. 
(2) Both sides realize that procedures and policies 
must be based on facts. 
(3) The results of improvements coming from this 
joint cooperative errort are Shared by both parties. 
(4) Permanent cooperative committees are constantly 
at work on the difficult problems of wages, new markets, health, 
competition, new products, and security. 
There is a need tor training in cooperation between 
labor and management. When cooperation between ma.nageDBnt and labor 
is effective, mral.e is mst allflliYS higber. 
* 42, pp. 156-157 
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XVII TRAINING :Fm THE FUTUR& 
A. Training for the Industrial Future 
In near future training programs, industry will make greater 
use of round table discussions and symposiums. 'l.'bere will be more 
cooperative thinking and education for industrial democracy. 
1. Round Table 
The round table is a forward step in the functioning of labor 
and managei!Bnt in industry. The round table is a conmrl.ttee type form 
of organization, and it avoids the conflicts of collective-bargaining. 
The round table is the discussion of a problem by a small group, and 
each menft>er of the group can participate freely, openly, and with 
equal status. 
2. Cooperative Thinking 
The compromise results of conflict are not the results of 
cooperative thinking. They are the results in which each side has 
traded and balanced its thinking with that of the other side. In 
contrast, the cooperative thinking •mich is envisioned at the round 
table moves far beyond that of conflict*. The major and finest 
attribute of cooperative thinkinr is the elimination of one-sided 
pre ;Judices. 
3. Education for Industrial Democracy 
So. day managenmt will realize that labor's present-dey 
figpting attitude is not a permanent characteristic of labor, but 
a necessary weapon to meet present-day conflicts. Managei!Bnt will 
also realize that when conflicts pass, the weapons are useless and 
also pass. Then administrative and regulatory responsibility take 
their place. When the spirit of this newer point of view that arises 
* 42, p. 158 
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over the industrial horizon is understoodJ no longer will training 
sidestep the need f'or a definite philosopJv which will fuse into a 
well-integrated whole the legitimate rights of both manamement and 
labor*. Training will include as one of its most important fields 
the teaching of industrial demcracy. Training is a tool for bring-
ing harronious and cooperative effort into management and labor 
relationsJ and the outcome is industrial democracy. 
h. Sy!rrposium 
A s,ymposium is usual~ a conference at which a particular 
subject or item is discussed and opinions are gathered. ThusJ a 
symposium is a collection and interchanp,e of opinions. This is a 
great aid in industrial trainingJ and it will be used more exten-
sively in industrial training in the future. 
B. Industrial Psycholos:r 
1. Present Role 
Industrial psychologists have contributed greatly to the 
field of industrial training in the areas of psychological testingJ 
rating scales, psychometrics, work and fatigue, attitude measurement, 
techniques, and methodology. Industrial psychologists have assisted 
industrial training in industrial organizations and in college and 
university research programs. 
2. Future Development and Status 
There is a tendency toward change in industrial psychology, 
There is a tendency a~ from emphasis upon techniques and methodology. 
There is a tendency toward an increasing interest and consideration of 
human problems by industrial psychologists. Industrial psychology is 
showing r,reater interest in the development and facilitation of public 
* h2J p. 160 
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understanding and effective comrmmity action, the reduction of inter-
group tensions, and the causes of industrial peace*• 
c. Industry and Good Comnnmity lielations 
1. Industry and Comnnmity 
Industrial organizations have a very important stake in the 
coll1lll!lnity within vrhich their organizations operate. Good roads, good 
stores, good streets, adequate electricity and gas at reasonable prices, 
good w·ater supply, adequate sewage disposal, good parks, modern 
school and educational facilities, zoning ordinances, building codes, 
tax policies, a.nd other community features determine the kinds of 
persons who will be attracted to live in the comnnmity and who will 
work for the industrial organization**. 
2. Public Understanding 
A survey of these conmnmity features usually reveals that 
in most respects the comnnmity could be better than it actually is. 
The barriers to community improvement are predominately barriers of 
human understanding and cooperation***. Citizens that do not under-
stand their problems cannot act intelligently. Governmental groups 
maey times fail to grasp a true picture of the comnnmity situation, 
and they often fail to coopera.te with each other on common problems 
the solution of which would be for their mutual advantage. In-
dustrial and other groups also adhere to these shortcomings. Usually 
the reasons for these shortcomings are more psychological rather than 
logical. Industrial and community training can be a great aid in 
the understanding and alleviation of these problems and will be a 
great aid in the improvement of conmnmity morale. 
* 6, 
** 6, 
*** 6, 
p. 197 
p. 182 
p. 182 
122 
.3. Facilitation of An Effective Understanding and Action 
The problem of what really works in increasing public 
understanding and in bringing about effective group action is 
surely a psycholog!.cal problem of importance, and some of the 
corranonly accepted methods are as follOWS*: 
a) Advertising and Publicity 
Advertising and publicity programs and campaigns 
are many times undertaken in the facilitation of understandin~ and 
action. They have some effect upon the situation, but their total 
effectivity is doubtful and questionable. These campaigns and 
programs are paid for by persons who have an interest in the 
promotion of one solution, and their motives are suspectable by 
persons not on the side of that solution. Advertising works well 
in promoting non-controversial action such as traffic safety, 
buying war bonds, or contributing to the community chest, but not 
so well on matters where there are sharp differences of opinion**• 
b) Dinners 
Tbis is another method of questionable value. 
Dinners usually attract the faithful but not members of the opposing 
sides. 
c) Mass Veetings 
llass meetings is a IIBthod of doubtful value. Mass 
!IBetings usually attract the faithful but not !IBrnbers of the opposing 
side. There are many serious implications to mass meetings and 
the psychology of mass persuasion. 
* 6, 
** 6, 
d) Educational Literature 
Educational literature has some de~ee of effectivity 
pp. 183-186 
p. 184 
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in the promotion and facilitation of an effective public understanding 
and action. It is important that educational literature be written, 
published, and circulated to appeal to all members of the public rather 
than to specific groups. 
e) Forums and Panels 
The use of forums and panels as a method of organizing 
public discussion on nublic questions is becoming very popular at 
present. Many organizers believe that audience participation is 
necessary in increasing the effectiveness of forums and panels. The 
total effectiveness of forun~ and panels in in~luencing human behavior 
is still questionable. 
f) Conferences and Committees 
Conferences and committees are based upon the idea of 
getting together to talk things over, to understand eech other, and 
to work out a possible solution. This is a valid beginning, but the 
total effectivity of conferences and committees in attaining effective 
public understanding and action is questionable. However, this method 
shows evidence of a utilization of the democratic process. 
g) Key Man Approach 
The purpose of the key man approach is to influence 
public opinion qy consultin~ the opinions of those parsons whose 
opinions carry respect and deCisive weight. Although these opinions 
are valuable and provocative, they are inclined to be biased and one-
sided; therefore, the key man approach is not the ideal rrethod of 
increasing public understanding and bringing about effective action. 
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4. Reduction of Intergroup Tensions 
Some barriers to effective intergroup action arise because 
not enough information is available to the public and its groups, 
sone arise because we do not know how to organize well in groups, 
some arise because we do not know how to work competent~v toward 
common goals, and some barriers arise because of the developnent of 
emotionally-charged attitudes of distrust and resentment among the 
members of various groupS*. However, intergroup tensions arise in 
connection with all manner of problems and represent most always 
the effective barrier to the solution of those nroblems. The impact 
of the emotional barrier is very powerful, and tr;dning must be directed 
toward the alleviation and elirninB.tion of these emotional barriers. 
When training is developed in this direction, it will be possible to 
alleviate some of the e:rnotional barriers and improve group and conmnmity 
:morale. 
5. Industrial Peace 
The main object of good industrial and human relations is the 
establishment and maintenance of industrial peace. When there is 
industrial peace within the industrial organization and community, 
:morale will be higher. Training of industrial workers, supervisors, 
executives, managen:ent, and community citizens in more effective and 
better job performance, industrial relations, human relations, and 
community relations will be a step forward in the establishment and 
maintenance of industrial peace and better morale. 
6. Research Approach 
a) Labor Jlanagement Centers 
At a number of colleges, universities, and technical 
* 6, p. 186 
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schools there are institutes and labor-management centers which are 
conducting and carrying on research and educational activities with 
respect to industrial training, morale, the causes of industrial 
conflict and peace, the process of collective bargaining, and other 
industrial and human relations matters. Some of these schools are 
the University of Chicago, Cornell University, Harvard University, 
the University of Michigan, Princeton University, Purdue University, 
and Yale University. These centers and institutes are relatively 
new, but they are a step forward in the research approach to the 
study of morale. 
b) Collective Bargaining 
The process of collective bargaining which is the 
procedure Qy which two groups of persons attempt, in face-to-face 
relationships, to arrive at conclusions which both groups can accept 
is a problem of human relations to which psychologists and research 
should be able to make substantial contributions*. Some schools, 
colleges, and universities have developed courses in collective 
bargaining procedures and research. There is a trend to break 
away from the legalistic approach to collective bargaining and 
consider the human relations approach which is more conductive to 
the development and improvement of morale. 
c) Industrial Relations Clinics 
There are plans to establish public industrial re-
la.tions clinics. These are clinics where la.bor, management, and 
the public can meet and gain assistance in the solution of human 
relations problems. These clinics can be a positive conductor in 
the development and improvement of industrial and comminity morale. 
* 6, PP• 195-196 
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D, Sociometry 
1. Meaning 
SociOI!Btry is a method of analyzing group status and rela-
tionships, and it was great:q developed by J. L. Varano. :Members of 
a group are asked to vote on their preferences for one another, and 
the voting is based on preferences in specific situationS*, For 
example, a group in an industrial organization might be asked to 
vote on the following questions: first, with whom would you prefer 
to work?; second, with whom would you like most to lunch?, and third, 
who would make a good foreman? Usual:q each person is asked to list 
three preferences in answer to each of the questions. An analysis of 
the results from such questions will reveal that certain indi'rlduals 
receive a large number of votes, and these individuals are designated 
as stars, Other indi'rlduals receive few or no votes, and these 
individuals are designated as isolates, There are ind:!.'rlduals who 
invariable vote for one another, and these indi'rlduals are known as 
lllltual pairs, Sometines the voting takes the form of a triangle, in 
which A wants B, B wants c, and C wants A**• This nethod will reveal 
the existence of small cliques in which the voting is confined to 
certain indi'rlduals; thus, producing a frequent number of llll.ltual 
choices and triangles. The existence of any subgroupings will become 
apparent upon the examination of the results. From a single test of 
this type, more can often be learned than from careful observation 
over a long period of time, The results can be checked with general 
observations, and they also reveal details and relationships which 
greatly augment those which may be discovered by an observer who is 
in constant contact with the grouP***. 
* 27, 
** 27, 
*** 27, 
p. 101 
p. 101 
p. 101 
• 
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The data obtained by the Moreno Technique ma;y be graphically re-
presented by a device known as a sociogram. 
2. Significance and Importance 
A sociogram may serve a therapeutic function, because if 
individuals are told of their status in the grour, they may become 
responsibe to their social obligations and become sensitive to 
human reactionS*. It would be very revealing and instructive to 
most individuals if they could know how they were accepted by others 
and if they could be informed of their position in this group by 
mans of an objective diagram**. The methods of sociometry allow 
the individual to state his needs and interests, and also permi.tts 
him to participate in the development of the social structure which 
is formed within the group. Since the measurements obtained reflect 
the attitudes and values that prevail in the p,roup, human relation-
ships fOund are realistic rather than artificially imposed from 
above***. The utilization of sociometric data makes it possible 
to know which trends are present, the present state of individual 
and group morale, and the ascertaining of the kind and amount of 
training necessary. By working sociograms at specified intervals 
it will be possible to learn the effects of certain comnany policies 
on group behavior anrl morale. An illustration of a sociogram follows 
on the nert page. 
* 27, p. 105 
** 27, p. 105 
*** 27, p. 107 
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Each workman is represented by a circle, the letters of the 
alphabet being substituted for nama. Each mmber of the group was 
asked to vote for the three men nost desired as ,.,or king companions. 
The arrows indicate the direction of the choices whereas solid and 
broken lines designate mutual choices and one-way preferences, respec-
tively. Individuals A, B, and D form a triangle; E is a star; and J 
is an isolate. 
* 27, p. 103 
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3. Application in Training 
Sociometry and sociograms have not been used very extensive~ 
in industry or in industrial training to date. It is believed that 
sociometry and sociograms can be used more extensively in the analysis 
of training needs, in the analysis of individual and group morale, 
in the analysis of the effectivity of training programs, and in the 
analysis of the effectivity of training programs in developing and 
improving of group morale. 
E. Research 
The importance of research and research programs in the 
area of developing morale through training procedures cannot be over-
estimated. Under most circumstances, when research is undertaken 
in the problem of developing morale through training programs, train-
ing is more effective and morale is greater. 
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SUlO.!ARY AND CONCLUSIOOS 
The common and traditional meanings of morale are inadequate. 
It is necessary to understand the deeper neanings of morale. Co-
operative phenomena theory refers to concrete events involving the 
interactions of two or more persons in a system of coordinated 
activities. Also, morale is a dynamic relation of equilibrium 
between individuals and the organization in which they work. The 
psychological factors basic to good morale are rutual sacrifice, 
participation in group activity, the experience of prograss toward 
a goal, tolerance and freedom within the group, and confidence in 
direction and group leaders. The psychological needs of the 
individual and the dimensions of morale must be considered and 
satisfied. 
The major and persistent problems in training are: who is to 
be trained?, what is to be the, content of training? 1 what methods are 
to be used in training?, who is to do the training?, and how to 
evaluate the training? Training actual~ begins when the worker is 
first introduced to the comoany and job, and his morale is developed 
and influenced from then on. 
Industrial organization is a social system. The individual 
worker has status and a corresponding role in that social system. 
When industrial training enables the worker to better perform his 
role and increase his status in the social system, his morale is 
usually higher. 
Every individual worker has attitudes and beliefs. It is 
necessary to understand the attitudes and beliefs, copnitive 
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structure, motivational structure, and behavorial-action structure 
of the worker to effectively train him and develop and improve his 
morale. The worker must be motivated in training and his goals 
and desires must be considered. 
Skill is the knowledge of a ,job and the manipulative ability 
to perform or do a job. Through training skill can be acquired, 
developed, and transfered. Training is more effective when con-
sideration of the factors, methods, types, and ps,rchology of learning 
is applied and utilized. Learning incentives should also be used. 
Before training actually begins considerations of job require-
ments, selection of the workers to be trained, and the intelligence 
level and aptitudes of the workers to be trained must be considered. 
Every training program whether for one individual or for a 
group of individuals should consist of the following eight phases in 
consecutive order. They are the survey, organization, operating, 
checking, application, maintenance, evaluation, and retraining phases. 
The purpose of these phases is to establish and insure convenience 
and efficiency in training. 
Non-supervisory workers can be trained on-the-job; in compal\V 
. schools; by the use of printed matter and publications; in outside 
schools, colleges, and other agencies; in apprenticeship training 
schools; and in symposiums and round tables. Foremen should receive 
training in production standards, production planning, quality 
performance, human relations, plant morale, and leadership. The 
methods of executive training includes the understudy system, utility 
squadron, departmental internship, lectures, movies, symposiums, 
seminars, correspondence courses, service committees, company schools, 
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and outside schools and colleges. 
Leadership is important, and in most cases it is possible and 
necessary to train for leadership. The requirements for a success-
ful leader include: understanding, self-reliance, likeness for 
people, dynamic personality, clarity of self expression, constructive 
and creative thinking, the ability to develop subordinates, good 
personality, and a sense of humor. The present and prospective 
leader should be trained in public speaking, group talking, confer-
ence leadership, conductinp, of group meetings, planning and organ-
izing, handling of suecific situations, executive reading, fund-
amentals of teaching, report writing, and in the conducting of 
seminars and symposiums. 
Workers nust be trained in the understanding of performance 
standards and cost standards. Workers must be trained in performance 
standards, quality standards, and time standards. 
After training and the completion of the training program, 
it is necessary to review the ob,iects of the training program, and 
determine the results and degree of accomplishment. The evaluation 
of the training program can be used as a criterion of' the training 
program. If the individual worker is not more effective in the 
performance of his job or role, if he has not increased his status, 
and if he has not improved his morale, the training program nas not 
effective, and it is necessary to revise the training program and 
retrain the worker. 
Poor morale and inadequate training are two of the major 
causes of labor turnover. 'Nhen labor turnover is hif(h, it is necessary 
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to train the worker and through training attempt to develop and 
improve his morale. 
It is also important to train workers, foremen, supervisors, 
and executives in human relations. The,r must be trained in the es-
tablishment and maintenance of good labor-management relations and in 
the development and irnprovemmt of morale. 
Industrial training in the future will tend to include the 
round table, cooperative thinking, education for industrial democracr,r, 
and a greater use of the symposium. Industrial psychology is tending 
to break a:rra:y from methodology, and it is tending to use the lnnnan 
nature approach. It can be expected that industrial psychology will 
be able to give greater assistance to the development of industrial 
traininr, and employee morale. 
Training is also being extended to the field of indust:ry and 
good community relations. Training can also aid in the establishment 
of public understanding, facilitation of an effective public action, 
reduction of interproup tensions, and the establishment and maintenance 
of industrial peace. The use of the research approach in training and 
development of morale is increasing. This includes labor-management 
centers in colleges and universities, collective bargaining courses, 
and public industrial relations clinics. 
The use of sociomet:ry and sociograms as a method of analyzing 
r,roup status and relationships is now beginning. Utilization of socio-
metric data makes it possible to know which trends are present, the 
present state of individual and group morale, and an accurate deter-
mination of the amount of training necessa:ry. Sociometry- can also be 
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used after the completion of training to ascertain the effectivity 
of training and the new state of worker and group morale. 
The importance of training as an instrument for the develop-
ment of morale has finally been realized, and there is no limit to the 
extent of its possibilibies in the development of morale. 
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